
Leading, Managing & Developing People

Julie Folland (1707453)
19th May, 2020


















Word count: 4472 (excluding title page and references)

References: 64


[bookmark: _GoBack]Section 1
Q1.
Quinn (1980 cited Farnham, 2005, p.214) defines strategy as a ‘plan that integrates the organisation’s major goals, policies and actions into a coherent whole’ whilst Mullins (2005) defines it as ‘an organisation’s sense of purpose, and plans and actions for its implementation’.  Strategy provides lucidity and a focal point for collective action and decision making, relying on plans and sets of options to organise people, enforced by rewards for achieving goals, or consequences for failure to do so (Groysberg, et al., 2018).  
Culture, meanwhile, can be described as the shared values, belief systems, attitudes and set of assumptions shared by people in the workplace, with the leadership and strategic organisational direction and management having a huge influence on it (Agarwal, 2018).
The culture of an organisation, shapes attitudes and behaviours, defines what is encouraged, discouraged, accepted or rejected and when aligned with personal values, drives and needs, can cultivate an organisation’s ability to thrive.  Culture can evolve flexibly and autonomously in response to the organisation’s changes in opportunities and demands, and blend the aims of leaders with the knowledge and experience of its’ employees (Groysberg, et al., 2018).
Engel (2018) believes the organisation’s culture is the secret factor for keeping employees motivated and their customers happy with the leadership displaying a mix of humility, confidence and integrity, and having a culture statement, with everyone in the organisation, from leadership down, adhering to the principles within it.
Barton (cited in Mautner, 2019) believes success relies not on good strategy alone, but culture drives how well employees deliver that strategy and is able to retain top talent, stay relevant, be innovative, create shareholder wealth and develop a highly rated workplace.  Mautner (2019) believes that only by developing an organisation culture which employees take responsibility for delivering on an intelligent strategy, is the company able to noticeably change its results and leaders.  Not having an understanding of the power and dynamics of culture and allowing the culture to decline, putting strategy first and becoming a secondary concern for the organisation leads to failure of effective implementation of the organisation’s strategy.
Craig (2018) believes the success of today’s organisations relies on exponential leadership, aligning culture with strategy, incorporating openness, engagement, continuous learning, creative problem solving, participative decision making, support and collaboration, power sharing, tolerance for conflicts and risk (Ke and Wei, 2008), and having a growth ethos, with culture flowing through every policy and business strategy, affecting employee satisfaction, customer satisfaction and the organisation’s reputation.  
Seppala and Cameron (2015) believe that a negative organisation culture can be harmful to productivity, leads to lack of loyalty and disengagement, has lower productivity, profitability, job growth and share prices and higher turnover rates.
HR has a pivotal tole in creating and maintaining a strong culture, starting with recruitment and selection (Society for Human Resource Management, 2017a).
Formal HR systems such as induction and training programmes and performance management, outline and reinforce the organisation’s core values, however policies and procedures are limited in their effectiveness if used in isolation and are not enough on their own to make progress.  Diversity and inclusion indicate that organisations failing to value difference or enabling only some groups of employees to progress, are unlikely to see positive changes to culture.  Culture allows employees to understand the organisation, have the ability to voice their views and develop connections and common purpose (CIPD, 2019a).  Pricewaterhouse Coopers (2019) state the organisation’s culture must evolve over the next five years in order for it to succeed, grow and retain the best people.
Fernandez, (2017) believes that strategy must go hand in hand with company culture and be mutually reinforcing.

Q2.
Analysing why people leave organisations can be categorised into ‘push’ and ‘pull’ factors, that is the employer pushing employees out, and factors that coax people away (Taylor, 2014).  Some leaving reasons can be construed unavoidable, for example retirement, however turnover can be controlled by the organisation.  (Thomas, 2019).  
Historically, push and pull factors included limited opportunities, lack of senior role models, excessive workload, non-competitive rewards and recognition, lack of flexibility, higher salary, more decision-making powers, caring responsibilities, opportunities to develop new skills, and promotion and career development opportunities (Moore, 2016).
Retention can be improved by giving employees a voice to enable them to communicate their views and influence matters that affect them at work, receive regular appraisals, complete attitude surveys and have grievance processes in place.  It helps build open and trusting relationships contributing to innovation, productivity, organisational success, increased job satisfaction and improved development opportunities.  Failure to provide employees with a voice can increase dissatisfaction, promote conflict and increase absenteeism (CIPD, 2020a).
Flexible working can lead to improved retention rates, savings on office space, flexible working hours and times allowing a better match between business resources and demand, for example 24/7 customer service, gig-working, part-time working, and alternative shift patterns which can increase efficiency.  Research shows flexible working improves employee job satisfaction and wellbeing, improves commitment resulting in increased discretionary effort, reduces absence rates and supports mental health and stress.  In addition, flexible working attracts new recruits, especially as employee expectations change in relation to their jobs, careers and work-life balance, and facilitates demographic changes affecting work-life balance with other responsibilities, such as caring.  Employers, however, need to monitor workload ensuring it is manageable within the employee’s working hours (CIPD, 2020b).
Today’s economy requires an engaged, resilient and innovative workforce and employers with a progressive approach to mental health in the workplace and recognise a shift in where and how people work, will change the business landscape over the next decade, benefitting from increased productivity that comes with investment in employee health.  These organisations are prioritising mental health at all levels throughout the workplace and believe it is a critical element of employee well-being (Staglin, 2019).  Presenteeism can be damaging for individuals and organisations resulting in increased levels of stress, leading to increased risks and accidents, resulting in reduced productivity (Personnel Today, 2020).  
Fairness and equitable treatment also factor in employee retention.  Perceived fairness, or unfairness, is often attributed to why employees leave organisations.  The perception of fairness determines if an employee makes discretionary effort to reach organisational goals or objectives, and is a core driver of engagement and performance, whilst perceived unfair treatment damages the organisation and have serious consequences (Ceplenski, 2013).
The rapid advancements in Artificial Intelligence (AI), robotics and other smart automation will potentially bring economic benefits, boosting productivity and producing new and improved products and services (Hawksworth, Berriman and Goel, 2018).  These developments have led to a view that many jobs will be at risk.  CIPD research identified that whilst there are risks, there will be as many opportunities to re-design jobs, having a major effect on workplace culture, collaboration, recognition, rewards and developing learning cultures, as well as diversity and inclusion (CIPD, 2019b).  The organisations that will prosper will be those able to identify, recruit and retain the skills needed to compete in a rapidly changing environment, ensuring they have the agility and speed to adapt to changing market conditions and opportunities.  (Bannerman, 2019). 
In the face of climate change, more employees value environmentally sustainable business practices, allowing employers to reduce expenses, improve employee engagement and retain staff.  Many employees believe ignoring sustainability in the workplace is as bad as ignoring diversity and inclusion and would look for new jobs if their employer did not engage in sustainable practices (Johnson, 2019).

Q3.
Storey (1995) defines Human Resource Management as ‘a distinctive approach to employment management which seeks to achieve competitive advantage through the strategic development of a highly committed and capable workforce, using an integrated array of cultural, structural and personnel techniques’
HR’s role includes being part of the processes that lead towards achieving its targets, moving from a traditional role into a strategic one, adding value to the organisation to increase productivity and success (Sondi, 2018).
As the world moves deeper into the Fourth Industrial Revolution, HR is responding to the changes reflecting the function as a crucial business driver and being able to prepare the workforce by fostering a culture of re-skilling upskilling, and lifelong learning (World Economic Forum, 2019).  The four key areas below define how HRM affects the organisation’s culture.
Recruitment & Retention of Millennials:
With technological advancements, traditional approaches to filling vacancies will give way to more systematic and decentralised approaches to matching talent to work and work to talent (Mercer, 2020).
In order to attract and retain millennials in the workplace, organisations need to re-think how to advertise posts, change the way they engage and communicate with them, understand where they are in life, what their needs are and what drives them (Klipfel, 2018).  Research shows millennials are more engaged and empowered when they believe their employer embeds diversity and inclusion within its culture, ensuring organisations stay ahead of competitors (ibid).  Millennials view work as part of their identity and consider themselves life-long learners, looking for opportunities to learn and grow in their careers.  Showing the organisation values them enough to invest in them and offering regular feedback, fosters loyalty towards the organisation.
Building a change-ready culture:
In order to respond to the speed the world of work is changing, organisations need to be able to change from being reactive in decision making and making decisions not aligned with the organisation’s strategy, to becoming proactive in preparing for the future(Chavez, 2019).  Organisations need to communicate change openly and honestly with employees and encourage feedback. Organisations need to shift from the mindset that doing something wrong is a failure and they can take risks without fear of failure. Embedding change management into all projects creates a norm for employees to expect change so that it becomes less fearful and helps them understand what it means for them.
Performance management:
Organisations are increasingly understanding their performance management systems are outdated and can decrease employee engagement and motivation.  
Focusing on the development of employees and the alignment of the organisation’s objectives, managers can create a work environment that enables both employee and employer to thrive (Valamis, 2020).  
In order for performance management to become more dynamic and involved process with better outcomes, managers need to consistently work to develop employees, establish clear goals and offer frequent performance assessments and consistent feedback throughout the year.  For HR, performance management is important for induction, employee development and retention, as well as reviewing performance (ibid). 
Learning, Training & Development
As jobs are re-defined and talent flow increases, new online approaches to employee learning, training and development will become necessary ensuring  essential hard and soft skills remain current (Mercer, 2020).
Embedding new styles of learning and development has a substantial impact on the organisation, for example ‘Social Learning’, using online platforms to share material, ideas and practice, ‘MOOCS’ which are free-open access courses, ‘Gamification’, applying game theories to everyday situations in order to build competence in a safe environment and ‘knowledge management and content curation’ which allows teams to meet together at the end of a project to review how they’ve worked and ‘lessons learned’.
Human Resource Management often fails due to breakdowns in communication, lack of leadership, no strategic plan behind the idea, passive management, and lack of motivation and personal ownership (Krow, 2020).

Q1a.
Kruse (2012) defines employee engagement as ‘the emotional commitment the employee has to the organisations and its goals’.  This commitment means engaged employees genuinely care about their work and the organisation, and don’t just work for a salary or a promotion, but on behalf of the organisation’s goals.  Kruse believes that when employees are engaged they use discretionary effort (Kruse, 2012).
David MacLeod believes there are four enablers of employee engagement including:

1. Strategic Narrative
Determines where the organisation is, where it has been and where it is going.  The organisation typically has this planned in some form, however, does not mean it has been shared with employees.  MacLeod believes that if the organisation’s plans are communicated clearly to its employees, it allows them to see how their work fits in with the organisation’s objectives. MacLeod also believes in order to gain employees’ commitment, the narrative should be repeated over to give employees a sense of ownership (MacLeod and Clarke, cited Chamberlain, 2012).
2. Engaging Managers
Defined as managers who offer clarity, appreciation of employees’ effort, treat their people as individuals, ensures work is organised efficiently and effectively so that employers feel valued, and equipped and supported, facilitates and empowers rather than control or restrict, and treats employees as individuals, with fairness and respect and concerned for their wellbeing’ (MacLeod and Clarke, cited Dromey, 2014).  Emphasis is on the importance of the relationship with the line manager being the most important  believing ‘people join organisations, but leave managers’ (Dromey, 2014).  This definition covers a range of behaviours, approaches and actions focussed on supporting and engaging employees, whilst getting the most out of them and promoting wellbeing.

3. Employee Voice
Clarke (cited Xpert HR, n.d.) states ‘communications are very important but what matters is listening’.  Listening is a fundamental part of giving employees a voice, however surveys only say what people are feeling at a certain point in time, and not the important thing which is why they feel like it’ (Xpert HR, n.d.).   Employees have insights into why and where things go wrong, therefore employee voice is crucial.  Clarke notes ‘someone knew before the event that something was going to go wrong, the problem being that they either didn’t speak up or they weren’t listened to’.  If employees are listened to, they are more likely to point out problems before they become a disaster.  Employees who do feel able to speak up without retribution, will share the good and the bad, share ideas, and if listened to, increases their engagement at work (Xpert HR, n.d.).

4. Integrity
A theme noted by MacLeod and Clarke (cited Engage for Success, 2019) within organisations with high levels of employee engagement and performance was organisation integrity, meaning the values on the wall are reflected in everyday behaviours, there is no ‘say-do gap’, and promises made are kept, or an explanation given if not (Engage for Success, 2019).  MacLeod and Clarke believe trust is fundamental to high engagement and high performance but takes time to build up and is not easy.  Integrity has to be role modelled throughout the organisation and enforced by holding managers to account.  It needs to be reinforced within recognition and reward schemes, can be lost through error of judgement, and redeemed by an acknowledgement and an apology.
Faragher (2019) believes the biggest factor in engagement is poor management.  Research from two universities state that whilst competent leaders are associated with better performance, a single bad boss can undo performance (Faragher, 2019).
Sharp (2019) believes the concept of employee engagement in today’s working climate is getting more crucial in relation to corporate scandals, sexual harassment and Brexit, whilst the Taylor review 2017 states that having a tight labour market has enabled people think more about the quality of work (Taylor, cited Hurley, 2020).
Briner (2014) and Guest (2009 cited Armstrong, 2010) argue however that employee engagement needs to be clearly defined as nobody agrees what it is.  Without an agreed definition, engagement cannot be measured as different people class it as different things. Briner (2014) also claims there is no good quality evidence with which to answer the most important questions about engagement, if increases in engagement cause increase in performance, or if engagement intervention cause increases in engagement leading to increased performance, and also questions if employee engagement should be taken seriously. 

Section 2
Q2.1a.
The Ulrich Business Model organises HR into four functions, Strategic Partner, Change Agent, Administrative Expert and Employee Champion, and is still used today to mobilise the different elements of the HR function.  The model creates a unified structure delivering value, defines a clear HR role, creates a competitive edge for the organisation and measures performance (Shingall, 2020). 
Cook (2019) however, believes that the model would have serious consequences for some aspects of HR.  Whilst previous models had enabled a HR Generalist role, this model does not incorporate industrial or employment relations, vital experience needed to climb the HR career ladder with organisations having difficulty recruiting people with these skills from a shrinking labour pool (Cook, 2019).
Despite the model retaining its merits, Cook believes the model is no longer fit-for-purpose (ibid).
Pritchard (cited Frith 2017) suggests the implementation of the model doesn’t always present opportunities for Business Partners to add value, although this is dependent on their capability and work context. 
Deloitte (cited Roper, 2016) has adopted the model several times over the last two decades and believe the model is still alive, whilst a global CSR director, new to the model, recognises HR has improved since its’ introduction, however Business Partners can obstruct strategic change as they are overwhelmed by day-to day requirements (Roper, 2016). 
Other models of HRM include:
The Standard Causal Model of HRM – derived from similar models, shows a causal chain starting with business strategy and ending through HR Processes with (improved) financial performance (Digital HR tech.com, 2019)
The 8-box model by Paul Boselie – shows different external and internal factors influencing HR’s effectiveness (Digital HR tech.com, 2019).
The HR value chain – divided into two categories: HRM activities and HRM outcomes and measures everything HR does.  (Digital HR tech.com, 2019)
The HR Value Chain Advanced – similar to the value chain with two key differences, one, using the balanced scorecard, and two, using HR enablers, key for what HR is doing in the business (Digital HR tech.com, 2019).
The Harvard Framework for HRM – comprising of six components, stakeholder interest, situational factors, HRM policies, HRM outcomes and long-term consequences, this model takes a more holistic approach to HR including different levels of outcomes (Digital HR tech.com, 2019).
Hard model of HRM - focusing on identifying workforce needs to recruit and manage as required, this model incorporates a high control, low trust culture, little to no employee empowerment, more rules and regulations, communicates from the top down and target driven (Bright HR, n.d.)
Soft model of HRM - treats employees as central to the business.  The organisation is progressive, focusses on employee rewards and motivation, high trust, has less rules and regulations, bottom up communication and employee empowerment (ibid).




Q2.2a.
Capitalism is an economic system where private entities own four factors of production: entrepreneurship, capital goods, natural resources and labour, the owners of which exercise control through companies and own their labour.  Capitalists derive income from their ownership, giving them the ability to operate their companies efficiently, providing them with an incentive to maximise profit (Amadeo, 2020).
Capitalism does not provide for those who lack competitive skills, nor promote equality of opportunity.  Capitalists have less competitive threats and can use their power to create barriers to entry.  In the longer term, inequality limits diversity and the innovation it creates, and ignores external factors such as pollution and climate change.  Products become cheaper and more accessible, however over time, it depletes natural resources, reduces quality of life in affected areas and increases costs for everyone (ibid).  
Whilst capitalism stimulates vast productivity rates, it biases productivity towards more consumption ensuring the production process is not impeded. Mass consumption, or consumerism is embedded in the beliefs of capitalism as an economic state.  Higher consumption leads to higher production, higher sales and higher profits which are largely re-invested into the sustainability of the business-unit.  This leads to a predicament of maintaining a capitalist system that meets necessary growth rates to remain stable, while simultaneously containing the environmental hazards that threaten the planet (Movahed, 2016).
Sustainable capitalism, however, has been recognised more recently although the concept is not new.  The strategy ‘the responsibility of business is to increase its profit, placing shareholder value as the sole measure of success’ no longer works and the inequality it has created is unsustainable (Gatenby, 2020).  
The profit only model of capitalism is increasingly being rejected by today’s workforce and tomorrow’s leaders, who want to work for organisations who share their values and have a positive impact. Additionally, consumers increasingly want to buy from companies that share positive ethos.  Investors are more focused on the environment and social governance agenda and organisations unable to demonstrate this progress are falling out of favour (ibid).
Social Enterprises Organisations (SEO’s) are businesses making a positive contribution to the community. As with traditional businesses they aim to make a profit, but either re-invest or donate it to the local community to create positive social change.  SEO’s create employment and opportunities, transform the communities they work in and make the Sustainable Development Goals a reality.  SEO’s in the UK are thriving, outperforming their mainstream SME counterparts in most areas of business: turnover and workforce growth, job creation, innovation, business optimism, and start-up rates. They are also taking on the challenges posed by the triple threat of economic stagnation, social division and climate emergency. Well known SEO’s include The Big Issue, Divine Chocolate and the Eden Project, however there are over 100,00 enterprises throughout the UK contributing to the economy (Social Enterprise UK, 2020).
 




Q2.3a.
According to Groysberg and Slind, (2012), command-and-control management has become less viable recently due to globalisation, new technologies, and changes in how organisations create value and interact with customers, drastically reducing the efficacy of a top-down leadership model. That style of leadership will be replaced depending on how leaders manage communication, to, from, and amongst employees.  Traditional corporate communication must give way to more dynamic and sophisticated processes (Groysberg and Slind, 2012).
Sloane (2009) believes there are many ways to lead, with the same leader adopting different styles in different circumstances.  Sloane (2009) compares two extremes of leadership style, command and control and the innovative leader.  The command and control leader is target-driven, authoritative and decisive, suited to a structured regime with clear tasks and is suitable for improving efficiency in a well-defined environment whilst the innovative leader is better suited to an ambiguous or fluid situation, is more focussed on creativity, innovations and helping the team find new ways to move forward.  There may be times when the leader needs to take command but also when they need to empower, specifically in turbulent times.  Leaders must inspire and delegate and in today’s fast moving and complex situations, need to supplement conventional approaches with more innovative leader skills (Sloane, 2009).
Welsh (2019) believes that we need to think of a new definition of leadership, with a new set of attributes for the new working environment.  Leaders need to be humble, increasingly due to being enablers of, and not in charge of, others requiring a different mind-set.  In a world of reskilling, a leader needs to be able to empower employees to do thing on their own (Welsh, 2019).
Gronn (2000 cited Bolden, 2011) outlined a new concept, ‘distributed leadership’ (DL) as a possible solution to the tendency for leadership to be divided into two camps, those who consider it an individual agency (e.g. Bass, 1985), and those who believe it is the result of systems design and role structures (e.g. Jaques, 1989).  The concept of DL has become a popular ‘post-heroic’ (Badaracco, 2001) representation of leadership, encouraging a shift in focus from the attributes and behaviours of individual ‘leaders’ to a systemic prospects, seen as a collective social process emerging from the interactions of numerous actors (Uhl-Bien, 2006).  For Gronn (2002) DL offers the potential to be a  ‘unit of analysis’ through which leadership can be understood in a holistic way (Bolden, 2011).
Grier (2019) believes that in uncertain times, leaders need to take steps to move forward to protect critical assets and plan for the long-term.  Strategies include being agile and building resilience, prioritising employees and acting decisively.  Renjen (2020) also believes that resilient leaders are needed to shift organisations’ mindsets, navigate uncertainties, and invest in building trust in order to recover from upheavals such as the COVID-19 pandemic.

Q2.4b.
In order for organisational structures to be able to increase plasticity in a fluctuating market and unpredictable and competitive business environment, Atkinson created the Flexible Firm Model.  The belief was that this model is proactive and decisive, rather than reactionary in terms of change and is the difference between successful flexible working organisations in competitive markets, and dysfunctional ones. (Business Balls 2019). 
The CIPD (2020d) defines flexible working as a type of working giving a degree of flexibility on how long, where, when and at what times employees work.   Flexible working practices include part-time working, term-time working, job- sharing, flexi time, compressed hours, annualised hours, working from home, mobile working/teleworking, career breaks, zero-hour contracts, self-rostering, shift-swapping or taking time off for training, and provides a better work-life balance for those who want to work flexibly.
Green (2019) believes working a shorter week, although radical, is also potentially powerful at enabling better work-life balance, improved well-being, and being able to participate in other non-work activities.  A shorter working week has the potential to address other issues such as pay inequality and productivity. There may however be trade-offs to be made, for example, for one employee a four-day week with less flexibility over start and finish times would be reasonable, however for others, a flexible five-day week is more manageable (Green, 2019).
Finland has considered the idea of introducing a four-day week, believing a shorter working week boosts productivity and cuts carbon emissions.  Organisations are worried however that a shorter working week will create staffing challenges and make it harder to serve customers (Spicer, 2020).
The COVID-19 pandemic has led to organisations adopting flexible working practices such as remote/home working at an unprecedented rate due to the social distancing and self-isolating measures and put into place by the Government.  These practices protect the workforce whilst providing business continuity.  Homeworking allows employees to have the flexibility of working outside the traditional 9 -5 days and assists with caring responsibilities.  Homeworking is also a good way of both attracting and retaining talent in the organisation (CIPD, 2020e).
Baska (2020) however reports that two in five working parents feel compelled to put in extra hours at home, some felt that their workload had increased, and the ‘always-on’ culture undermines the ability to achieve work-life balance.  Other factors include a blurring of boundaries between work and home, increased stress, and a contribution to disputes with partners and arguments with their children (Baska, 2020).  Dr. Jill Miller, Senior Diversity and Inclusion Adviser at the CIPD told People Management that employers need to look closely at job design to ensure employees are given a reasonable workload for their allocated working hours (ibid).
There has also been a rise recently in the ‘gig’ economy, which can be defined as ‘a labour market characterised by the prevalence of short-term contracts or freelance work as opposed to permanent jobs’, and piecemeal work, again offering flexibility to workers (Wilson, 2017).






