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Section 1 
Question 1
Over the last two years HR has had to quickly adapt and make rapid decisions. A Harvard Business review (2020) study highlighted how HR would always be impacted by the future of work. The pandemic however has added an unprecedented dimension to this assumption.
HR has been integral to many organisations during the pandemic, meaning that professionals have been guided through an uncertain environment (Deloitte, 2021).  
As a HR Advisor for external clients, I have experienced uncertainty over a period of time from when the pandemic first hit. This was primarily as a result of the new Coronavirus Act (2020) being introduced, along with the ever-changing rules over those eligible for furlough. I do not think that I am the only HR professional who never wants to hear the word ‘furlough’ again! I was still expected to provide a service, but fortunately as one of 60% of the workforce at my organisation not placed on the furlough scheme. Clients wanted immediate answers, but like them I was not the first receiving new policy updates. I was constantly watching the news and scrolling on news apps researching the latest changes. I think the only thing alleviating my stress was empathising with the other HR professionals facing similar challenges. 
Using a reflective model to consider the last two years will help me determine those behaviours that helped me. The model I prefer to use is Gibbs (1988) reflective model. However I am aware that models such as Driscoll’s and Rolfe’s are also useful for reflection. 
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Figure 1: Gibbs Reflection Model

Using Gibb’s model, I can reflect on how the professional map supported me. 
Looking at the core behaviours of the CIPD Profession map (2022), situational decision making was a behaviour I used the most during the pandemic. 
I used the behaviour from the model daily, in advising clients from different sectors. Reflecting on my feelings at the time, I felt apprehensive about the effects of new changes in the law. I knew I had to analyse the legislation and advise my clients accordingly.  
To evaluate the behaviour, as David D’Souza (2019) the Director of CIPD Membership mentioned, “it would be a waste of time to act with no evidence”. For me, this highlighted the importance of making decisions based on the needs of each individual organisation who do not all operate in a similar fashion.
Reflecting on how I demonstrated this behaviour, I was able to adapt current legislation to each individual business. I could provide advice with confidence knowing that the business had the best possible solution for the problems raised. 
An action I took from this behaviour was with a client based in England who had to adhere to different covid-19 rules to our clients here in Wales. It was important I understood the differences in legislations to provide accurate, specific advice.  
Leading on from the decision-making behaviour, I gained a passion for learning, also highlighted as a key behaviour in the CIPD profession map. 
As already mentioned, new legislation and guidance appeared weekly leading me to experience feelings of uncertainty on upcoming changes and my knowledge of new topics.
I evaluated the importance of learning new topics, so that I could continue to operate a service where clients felt confident in the advice they received. 
As a new recruit to the field of HR, I developed a behaviour which fed a passion for learning through research, and familiarisation of new policies. The accurate and detailed advice I gave to clients demonstrated how well informed I became. I thrived from this fast-paced learning. 
I believe on reflecting my use of this behaviour, I became more confident in my role in answering client queries, on rules referring to self-isolation, and in protocol on the introduction of new government schemes. Such behaviour enhanced my specialist knowledge of changing situations around the pandemic. 
I believe these behaviours were key in supporting me carry out my role as normally as possible through this global crisis. They gave me a sense of purpose and a confidence, knowing I was keeping up to date with new policies and procedures. With such feelings of uncertainty, the structure and familiarity of the CIPD profession map allowed me to develop and explore new paths more positively.




Question 2 
There are several leadership approaches that could be successfully used through a pandemic, but I think adaptive leadership is a core approach to adopt. According to the leadership approaches founders, this type of leadership helps mobilise teams through challenges as a unit rather than as individuals, and is therefore important as it is deemed an approach to help guide teams through times of hardship (Nabarro & Ramalingam, 2020). I believe this leadership approach is one of the most appropriate approaches to use as it highlights that there are no trained experts. In my organisation JCP, which is a regional law firm based from West to East Wales and employs 205 employee, this approach was used.  

The approach was used with many organisations, as a crisis of this scale was unparalleled. Managers and leaders were faced with questions they had no experience of answering. One of the key concepts of this approach is emotional intelligence and understanding the feelings of others. JCP leaders found communication the most difficult task when the pandemic hit. It was therefore difficult to gauge how employees were feeling. A flaw to this approach is that adaptive leaders’ personal values must change. If leaders refuse to do this, and it is not seen as a natural way of leading it can be difficult to manage through periods of uncertainty (Blog, 2020). However, managers and leaders at JCP recognised the importance of communicating and making changes in their own values. Staff overcame barriers in remote working by communicating via video software. Engagement surveys carried out by my organisation showed how this approach worked. 85% of employees were happy with the communication received from line managers. 

Character can also be seen as a key element when it comes to adaptive leadership. As the pandemic was an uncertain time for many, it was important that managers and leaders were transparent with their working teams. Yvon Chouinard, founder of the clothing company Patagonia was transparent with both his employees and customers leading them to become a billion-dollar company (Minaar, 2020). This highlights how transparency can be seen as an instrumental factor in achieving a successful and productive business. In some cases it also avoids managers making risk adverse decisions where ideas may not be the most suitable to an organisation (Blog, 2020). JCP understood the importance of transparency by communicating the business figures and relevant updates monthly. This was beneficial to the business as engagement levels from organisational surveys showed over 80% of employees were happy with updates given. It also ensured the correct decisions were being made as all employees were able to access these monthly posts.   


Trustworthy leadership is another approach best suited to leading in a pandemic. This approach similar to authentic leadership in its openness, focuses on the quality of those leading, compared to an approach such as purposeful leadership where leaders may focus on their morals but for personal gain rather than for their team (CIPD, 2017). Similar to adaptive leadership, trustworthy leadership focusses on communicating the correct information to obtain decisions and openness from your team (University, 2014).  A disadvantage highlighted with this theory is the amount of trust given to employees, which could result in poor decisions being made and a lack of control over some employees. Leaders at JCP understood that an emphasis on trust could impact negatively. However a firm who pre pandemic did not allow home working opportunities, were then legally bound to do so, and almost coerced into discovering the benefits of trusting their employees. Recent surveys conducted showed 80% of employees felt trusted to carry out their role at home. This shows that adopting a trustworthy leadership approach impacted positively. 65% of employees believed their work life balance was significantly better from leaders trusting them.  







Question 3 
While the formal structure may be unchanged in some organisations, in my organisation there is change, leading to new opportunities.  
Formal Structure 
The formal structure of my organisation could be seen to hinder the management of people during the crisis. A formal structure can be seen as having a hierarchal pyramid compared to the more relaxed approach linked to an informal structure. An organisation seen to have a similar hierarchal structure to JCP is Amazon, with a much greater workforce, but who likewise report to the CEO and managers (Pingboard, 2019). There are benefits from a formal structure, evident in clearer roles and employees made aware of delegators. (Milano, 2021). This is apparent in my organisation where the structure consists of a CEO, Directors and line managers. However, according to the CIPD this can be seen to create a disconnection between managers and front-line workers with managers more likely to adopt a control approach (CIPD, 2014). Throughout the pandemic where decision making was key to day-to-day practise a trusting relationship was needed. The formal structure hindered the management of its employees by creating a divide. An example of a divide in my organisation was when employees were to return to work. The risks to employees returning to work were outlined very clearly in a policy written by managers. This led to staff feeling apprehensive about their return. These rules made solely by managers, with no discussion with employees, led to many feeling forced to return. An approach allowing employees to outline their concerns may have helped employees during the crisis. 
A further reason that a formal structure may hinder the management of people in a crisis is the time taken to make a decision. The length of time to decide, heightens the divide between front line workers and managers which in turn has a negative impact on employees who are already feeling anxious because of the pandemic. 
At the start of the crisis the formal structure was clear, however as time elapsed an informal structure began to emerge. 
Informal Structure 
The CIPD explained how organisations are allowing employees to cooperate with managers on decision making by allocating team members leadership responsibilities for specific smaller tasks, e.g. change in policy or new starters (2014). This is important as it shows how organisations are aware of the many benefits of collaboration and are taking into consideration adaptive leadership.  
The pandemic can be seen to have created a previously unseen informal structure at JCP which I believe has assisted in managing employees during this time. The legal obligation for employees to work from home created a lack of community within the organisation. An innovative way to create a community was formed from employee suggestions via weekly quizzes ensuring all employees felt engaged even though working remotely. This has resulted in several employees who were unable to attend the office because of health issues still feeling a sense of community, and 60% of employees regularly attending catch ups sessions. It has also helped close the possible divide of the formal structure between managers and front-line workers with everyone functioning similarly. Remote working has also led to a hybrid working policy being introduced. The views of employees are considered before the draft policy is presented resulting in over 80% of the workforce adopting the new way of working. This change highlights how JCP are moving from a formal structure to an informal structure where employee voice is being heard to create policies and procedures reflecting the voice of these employees. This supports Wedell-Wedellsborg (2020) thoughts on the pandemic highlighting the emergence of previously unknown character traits, from having a formal reset of the already existing hierarchal structure. 
An informal structure however can bring disadvantage. At times the structure of an organisation becoming too informal can lead to a lack of respect and authority at a time when crucial decisions need to be made (Milano, 2021).  
Organisations such as Netflix however highlight how benefits outweigh the disadvantages of an informal structure. The global giant emphasises on its website how it promotes independent decision making and sharing ideas openly (Netlfix, 2022). This demonstrates how successful the adoption of an informal structure can be when the correct practises are implemented. 
With reference to the article, JCP has similarly shown how the experience of a pandemic has benefited the organisation by creating a culture that did not exist pre pandemic (Wedell-Wedellsborg, 2020). 



Question 4.a 
Adequate consideration to the ‘small stuff’ may have been an oversight by HR when acclimatising employees back into the office. Using Rolfe’s (2002) model of reflection, I will reflect and analyse the actions of HR on employee return to the office.  
[image: Learning through Reflection | Models of Reflection Training]Figure 2: Rolfe's Reflection Model
What? 
The first level on the model investigates what was done, and why and what was hoped to be achieved (Rolfe, 2002).  
Employee safety was of paramount importance to JCP and when restrictions were eased, HR was keen to restore a level of normality back into the organisation. In line with current legislation, employees were to return to the office. This is in contrast to Admiral Insurance, who decided to officially close two offices allowing people to work from home permanently and thus reducing overhead costs (Hill, 2021). 
A ‘Return to office’ PowerPoint was sent to all, and a senior member of staff welcomed employees at the door on their return. All communal areas such as staff kitchens were inaccessible adhering to social distancing guidelines. Communication was transmitted via email and not delivered face to face.  
So What? 
The second stage of the model explores what previous experience has taught, and how additional knowledge would assist in the situation (Rolfe, 2002).   
Through word of mouth, I learned that many employees found their return to work daunting. The measures in place were seen as strict and rigid, which added to the anxiety of this new way of working. The return to office made almost 10% of the workforce feel more anxious and isolated, feeling they could not engage with colleagues because of the strict measures. This led to around 5% of the workforce requesting to return to home working. Reflecting upon the actions HR took, it showed how the attempts for HR to restore normality had an emotional impact on employee returns.
On reflection it may have been beneficial to address how organisations were adopting hybrid working policies and phased returns. Research found that 2 in 5 companies are prepared to offer hybrid working by 2023 reflecting the changes of society within their organisation (Howlett, 2021). If JCP had adopted this approach initially, it would demonstrate that HR was addressing feelings of apprehension.
What Next? 
The Final stage of the model explores the future, and how practise may change on reflection of previous experiences (Rolfe, 2002). Reflection is key in analysing how a practise has caused an experience (Heyler, 2015).   
In reflecting it is evident that HR would reconsider if such a situation were to reoccur.
As aforementioned, staff were returning to the office with emails being the method of communication A potential action to improve, would be regular face to face check ins with staff. Understandably, social distancing guidelines needed to be in place but the return to work should be as smooth a process as possible with minimal stress. Wedell-Wedellsborg (2020) explained that returning staff to the office should be similar to when a new starter joins. They should feel a part of a team and connected to the people around them.    
As highlighted in the Harvard Business Review article (2020) staff interaction is now more important than ever to reconnect after long periods away from the office. This highlights how damaging a lack of communal spaces can be. Disconnected workforces may lead to employees becoming disengaged. Research found in 2020 that nearly 40% of people did not feel engaged having no connection with their team (Higgs, 2021). To this situation HR may consider the implementation of appropriate actions. In creating a covid safe communal area, colleagues can interact and build work relationships. If social distancing cannot be followed, HR may wish to promote lunch time walks for colleagues to reengage.  
These actions may appear miniscule, but impact positively on employee mental wellbeing and engagement levels. 










Section 2
Question 2.1 b)
There are many leadership dilemmas faced by organisations, and I perceive JCP’s current leadership dilemma to be leading teams in a VUCA environment.  
The pandemic can be seen as a VUCA environment with fast changes in rules and regulations, along with uncertainty around the unknown. Using the VUCA model the leadership dilemma at JCP will be assessed (Ghabour, 2020).   
When considering volatility due to government legislation, companies were forced to work from home. Once restrictions were lifted a divide emerged between employees who wanted to return to the office and those who wanted to work from home. This led to leaders having to determine the best solution for their team, in terms of both supporting employees and the availability of resources (BBC, 2021a). The ambiguity of the situation led to several unanswered questions. This new working environment had not been seen since World War II, and comparisons with that period were difficult to measure because of the major technological developments since that time (Ghabour, 2020).   
HR can support this challenge by ensuring no employee feels burnt out, creating ‘panic productivity’ which was brought on by the pandemic. HR may want to implement a monthly wellness hour to ensure both remote workers and office-based workers feel equally valued by the company. Wellness can also be improved with HR encouraging employees to take a ten-minute break after each meeting. This will demonstrate that employee wellbeing is as important as getting the work done. Today, more than ever it is important to highlight employee wellbeing, as 90% of people surveyed by Champion Health said that coronavirus impacted their mental health (Bennett, 2021).  
The uncertainty of the pandemic led to many employees questioning their managers on what is to be expected. As adaptive leaders are not experts in a crisis it led to many employees becoming frustrated when questions were left unanswered (Nabarro & Ramalingam, 2020). HR can support leaders facing uncertainty by understanding the ‘five completive forces’ (Porter, 2008). By examining Porters forces, leaders will become more equipped and more prepared to adjust strategies accordingly 
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Figure 3: Porter's Five Forces
The Complexity of the environment meant that leaders were not only dealing with business issues but also personal issues of employees, for example, shielding concerns for themselves or family members. HR can support leaders by emphasising the importance of staff wellbeing. Companies such as Monster have responded to the VUCA environment by creating groups where staff can discuss feelings and thoughts on the pandemic (Brower, 2021). HR at JCP would be able to support this initiative by arranging opportunity for discussion between vulnerable employees, in addition to those who live with vulnerable family members. This would demonstrate how the wellbeing of employees is given due consideration and is prioritised at the company. 
Leaders may be faced with dilemma, but HR has the capability to support and overcome these challenges. 


Question 2.2 b)
HRM and HRD have an important role in supporting organisations to adopt a culture promoting both freedom and responsibility. 
According to research carried out by Bath University and the CIPD (2021a), people professionals have a significant role to play in any change management processes. The CIPD profession map (2022) outlines change management as core knowledge and therefore people professionals would be expected to hold a valuable role in any organisation that is experiencing change. These are expected to uphold professional standards when faced with difficult decisions (CIPD, 2021a). 
There are several ways in which HR can demonstrate its significant role. 
HR professionals should work closely with CEOs providing ‘backstage’ support for a ‘front stage’ change. This highlights the importance HR has on any change in an organisation, in offering support to leaders and managers, and ensuring the correct practices are utilised (CIPD, 2021a). To ensure the correct practises are used in a change process, a change model may be used. Mckinsey’s 7’d model of change would aid HR in understanding the need for change by ensuring each element is met.  
HR should ensure it is responsible for announcing change to its workforce. This may be through email communication or new policies relating to change. This will highlight the HR role in answering any questions regarding new change, and will give employees an appropriate body to discuss concerns that affect them (CIPD, 2021a).  
However, if HRM and HRD are solely relied upon to support a new type of culture this could result in failure. As highlighted in Mckinsey’s 7 and Lewin’s model, change must incorporate all (Guide, 2020). If HR are not supported in the change process this may lead to the organisation lagging behind with regards to the culture it creates.  
In my organisation HR has played an integral role in the changing culture caused by the pandemic. Pre pandemic JCP was an organisation that did not allow home working. However, legislation meant employees had to work from home. HR supported the change from a 9-5 culture to a flexible environment, thus understanding the need for change. This change was communicated to all employees. HR ensured all employees had the correct resources to carry out the new way of working through frequent, consistent communication. An engagement survey showed that over 70% of employees felt they could carry out their role effectively from home. This highlights how HR’s role in the change process helped employees become more confident in this uncertain period of change. 
In conclusion, HR has an integral role to play in any transformation process by creating a change deemed as positive to that organisation. 




Question 2.3 a)
Companies should concern themselves with ethics and sustainability at the cost of their profit. 
Ethics are the moral principles people hold and can affect the way people live their lives and make decisions (BBC, 2021b). Ethics in any organisation, is regarded as ethical practice and described in the CIPD (2021c) as role modelling ethical behaviour through values and principles. 
A core behaviour set out by the CIPD is ethical practice. HR professionals are expected to use this behaviour while making decisions. It is highlighted that even ethical decisions may not be positive for everyone, however transparency and role modelling is an integral part of being ethical. 
When a company is actively using ethical practices, this usually demonstrates they are a sustainable and a corporate responsible company (CR).  
Companies should concern themselves with ethics and sustainability as it fosters several benefits. One benefit is brand enhancement. It could be argued that organisations with large profits may also get brand enhancement. However the reputation of a business that is CR will outweigh a business who has large profits but fails to make ethnical decisions as can be seen with Boohoo who have received negative press (CIPD, 2021b). CR organisations also have higher levels of engagement from staff as they feel valued and are assured decisions are made in their best interest (Fisher - Thornton, 2019).  
Boohoo may consider themselves to follow ethical practise as they adhere to the rules in the countries where their factories are based. It could be argued that the restrictions on company freedom benefit the wider society. On the other hand, boohoo could be seen to be opening factories in third world countries in order to gain further profit (Macdonald, 2019). 
In my organisation HR has used ethical practice whilst making decisions based on people management. The furlough scheme is an example of this. 40% of the workforce were placed on furlough based on levels of workload. A handful of employees were not happy with this. However, ethical practice was used to assess those employees inundated with work and those with limited workload due to a shutdown of services caused by the pandemic, e.g. the residential property team. The ethical decision making process used resulted in less redundancies. This ethical approach was taken to retain as many staff as possible.  
From the successful use of ethical practice in my own organisation and the negative press companies who do not practice this receive, it is clear that ethics and sustainability outweigh the profit of an organisation.  





Question 2.4 a)
Lewin’s Change model may be seen as too quaint and overly simplistic for the modern era of constant rapid change. However I believe it is a clear and concise model to use compared to models such as McKinney’s 7’s. The analogy of the model, with the comparison of a cube of ice enables a learner to visualise the process in forecasting change. 
The first stage of the model is the unfreeze change. This stage of the model really emphasises the need to communicate change with your team. At each phase of the process model, the leaders of the organisation and the employees are one complete unit, and each phase moves to the next step of the model (Hussain, et al., 2018). This highlights how change is seen to be a group effort compared to that of an individual effort. 
The second stage is the change stage where adjustments can be seen to happen (Guide, 2020). The model may be so popular because of its recognition that change by some employees may be resisted. The model demonstrates how each step must be completed before moving on, ensuring that change is accepted by everyone, and seen as the only way change will happen. The model is based on behaviour psychology, and understanding how people react differently to change. This contributes to its continued success years after its development. However, there is some criticism to this model as mentioned in the question. It may be too simple which may lead to different interpretations of the model, and the unnecessary supplementation of other models such as Kotter’s which has 8 stages (Kotter, 2014). 
The final stage of the model is the refreeze stage. This is where the changes that have been practised become consistent and incorporated into day to day business. This stage has faced criticism due to its rigidity. Some believe that the changes that are frozen will inevitably only become unfrozen because of the rapid changing climate we are living in. The model does not consider the rapid advancement of technology or a global crisis such as the pandemic (Guardian, 2021).    
In my organisation this change model was used when creating a hybrid working policy. JCP recognised the need for change through engagement surveys. A trial hybrid working policy was then implemented with the views of employees considered. The trial was then made a permanent change for all employees. This has resulted in over 80% of employees having a better work life balance. 
There appears to be some criticism of the model, however due to its sustained use and simple stages I believe it is a model that will continue to be used successfully in the change process.  
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