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Section One 

1. The core purpose of the CIPD is ‘championing better work and working lives’; a stand-alone phrase that I lead by every day to provide an effective HR delivery. 

Membership of the CIPD not only requires adherence to obligations in the Code of Professional Conduct, but members must also have skills, behaviours, technical knowledge, and experience as set out in the Profession Map (CIPD, 2021a). It is important to reflect on how these standards supported the effective HR service I delivered during the pandemic crisis. 

To successfully reflect on the past two years, I will use the framework focusing on three specific areas: What, So what, and What now? (Rofle et al, 2001). My organisation is a public sector police force with a recognised trade union.  

During the initial lockdown, I felt HR finally had a fundamental and strategic role in the organisation; we were outcome-driven. Historically, when I have undertaken the HR role on project work, it was merely to satisfy unionised element of the organisation. Moving forward, HR must be a key stakeholder in delivering the strategic goals of the organisation; this needs to be captured and communicated. 

My role as recruitment officer changed overnight; recruitment was on hold other than frontline roles. I had to keep candidates already in the recruitment processes up to date; people matter, and the first impressions given of an organisation contributes to motivation and engagement. How I dealt with this reflected my need to provide a professional service. 

Instead, the focus of my job became supporting employee relations colleagues with the rise in the number of enquiries.  Although I have a passion for learning (a CIPD core behaviour), I was under pressure to expand my knowledge quickly to support the wider team effectively. On reflection, upskilling and cross-role training could have been done earlier, and not just when we were in crisis management mode. This is something that I would like to peruse to provide resilience in HR.  

Evidence-based decision making is the norm in my organisation and aligns with the CIPD profession map. In most cases, papers need to be submitted with options, referring to the evidence provided. This can be a cumbersome process and can be a barrier to change; it was nice to see that decisions were made quickly by my organisation and the bureaucracy was loosened, putting people before processes; HR was being shown as proactive. I have already seen a decline in the speed that decisions are being made which is a shame, as I feel that line managers are not making decisions as there is an unconscious understanding that decisions need to be escalated up the hierarchy. To improve the productivity of the organisation, this mindset needs to be shifted.   

The main role I played during the first pandemic was a critical friend. As someone who was living alone, feeling the emptiness that working from home gave coupled with the inability to see friends and family, I reminded HR colleagues that although pressures are on individuals who are home-schooling, consideration needs to be given to individuals in other situations. My drive for HR Senior managers to continuously be reminded that individuals wellbeing is important ensured that this was on pandemic planning teams' agenda; I am led by my principles and values. 

I think that the pandemic crisis meant HR was finally recognised but also now in a place open to criticism. I ensured that my professional competence and behaviours were ethical and representative of not only HR but myself and the organisation. During the pandemic, an apprentice joined our team and although not a CIPD member, I try to instil these values and behaviours as they embark on their HR career.

2. Leadership can loosely be defined as the ability to influence people to achieve a common goal (CIPD, 2021b). It is a process that consists of dynamic and complex exchanges between a leader and followers (Bright and Cortes, 2019).  

Leaders influence others by using formal power a position/title provides but a true leader uses referent or legitimate power modifying behaviours and influencing others (Lunenburg, 2012). Four behaviours are key to leading through a crisis: empathy, clarity, purpose, and the ability to learn lessons (PwC, 2021). Collectively behaviours create a leadership approach; considerations are given on their suitability during a pandemic.  

Complexity leadership fosters learning and creativity, producing appropriate outcomes towards a vision or mission, recognising that three leadership functions coexist: adaptive, administrative, and enabling (Uhl-Bien, Marion and McKelvey 2007). This approach fundamentally enables adaptation, creates a sense of belonging, allows for complex information sharing and using whilst accommodating an administrative aspect (Rosenhead et al. 2019); all of which are key to successfully leading through a pandemic. Arguably for this approach to be successful, organisations must foster adaptability at all levels of the hierarchy, with systems and processes in place to support this; this is unlikely unless you have a specific business model.  

Adaptive leadership is the practice of influencing others to adapt to significant change working within complex environments focusing on good leadership and problem solving (Anzsog, 2017). This is significant during a pandemic as the external environment is constantly changing; new legislation and guidance needs to be applied to the workplace. Six principles underpin adaptive work (Heifetz, Grashow & Linsky, 2009): 
1. Getting on the balcony  
2. Identifying the adaptive challenge 
3. Regulating distress  
4. Maintaining disciplined attention 
5. Giving work back to people 
6. Protecting voices of leadership from below 

To achieve these principles, leaders need to be flexible, think outside the box, embrace uncertainty, and welcome a diversity of viewpoints (WGU, 2021).  

Although theoretically a suitable leadership approach for a pandemic, it relies on the dispersal of power, leadership as a practice rather than a behaviour, and assuming leaders are confident to address problems that lack known solutions. These organisational characteristics are not easy to change quickly and are systematic in an organisations culture. A traditional hierarchy with a command-and-control style management would find it difficult to adopt this style of approach during a pandemic.  

Authentic leadership is when leaders manifest their true selves as behaviours, practice sincerity to others and ultimately behave in a way that reflects personal values (Leroy, 2015). An authentic leader is driven by an ethical and moral purpose, leading with their hearts, and cultivating long term relationships (The Leadership Institute, 2020). 

During the pandemic, organisations adopted a people-centric approach to leading and managing with home working causing employees to welcome colleagues into their homes, unintendedly making work feel more personal (Jacobs, 2020). It is this human element of authentic leadership that is complicated, especially if leaders are clinging to unfavourable qualities or pretending to be someone else to succeed (Lynden, 2019). Followers may believe a leader is not a true representation of themselves and merely just an illusion (Wenjin and Tymon, 2016). An authentic leader will build trust and legitimate relationships with others and during times of crisis, this would be welcomed, potentially improving employee engagement however outside of a crisis, being honest about personal issues might harm working relationships, diminishing the idea of an authentic leader.  

During uncertainty, basic management training can cause inadequate decision making by downplaying a crisis (Kerrissey and Edmondson, 2020). Leaders need to provide clear and trustworthy information, show empathy, and be emotionally aware with the ability to manage internal responses before making decisions (Abrams, 2020) 

In conclusion, although a leadership style can impact the success of an organisation through a crisis, leaders must have the right skills, not just behaviours, to adapt to the ever-changing external environment, considering the human aspect in all decisions providing clear and honest communication. As the article by Wedell- Wedellsborg (2020) suggests, different skills from leaders were needed depending on which stage of the pandemic we were in I.e., the beginning, recovery, or the new reality.  
3. The formal structure of an organisation typically is characterised by policies, procedures, rules, and mechanisms for control such as governance (Frances et al, 2021). The informal area refers to the invisible areas of an organisation such as values, beliefs, and assumptions.  

In my organisation, a public sector police force, it was surprising to see how the formal governance structure became flexible during a crisis. Crisis management is the coordination and cooperation of key stakeholders (Gibbons, 2020) and due to working relationships and pressure to provide a people-centric outcome, HR were able to work with other decision-makers including unison, to provide employees with flexibility in their working hours quickly, providing reassurance to individuals who had other commitments at home.

Early pandemic, it was evident that we didn’t have a suitable robust formal communication system. Due to security reasons, information was only available to employees who had an organisational device at home. It was evident that employees who were not able to access communication were anxious especially as some employees, who didn’t have laptops to work were concerned regarding salary payments. Resolutions were deployed to enable communication with employees away from the workplace, but informal communications between colleagues, although in some cases positive, increased anxieties and decreased employee satisfaction. Before the pandemic, communications were provided formally but information would typically have been transferred informally. Due to home working, the office environment and corridor conversations were now extinct which forced employees to refer to formal communications to stay updated; this provided clear and reliable advice that could be referred to. Positively the leadership team have adopted the use of ‘vlogging’, which adds a personal touch that is typically lost when communicating on masse.  

CIPD (2021c) states that a learning and development (L&D) strategy should drive progress towards the overall business strategy aligning broadly to other people strategies. Before the pandemic this was the case however during the crisis, there was a lot of pressure on L&D colleagues to adapt to deliver training to frontline employees only. Other training courses were suspended, which provided capacity for resources to be re-allocated to critical training needs or back to the frontline. Due to this, informal ways of learning were created between employees; IT systems was a key driver for this as we transitioned to remote working. User guides for systems were created for onboarding new employees but are now readily available for current employees to refer to.  As we transition back to normality, informal learning should be continued as this has played a key role in building relationships with others and maintaining employee satisfaction whilst reducing the pressures on L&D.  

Due to the nature of a police force, each department had a formal contingency plan on how their service will be delivered during a crisis. These plans were written in a silo and did not consider the broader perspective that the frontline service needed to be provided, no matter what. It was evident that during the pandemic initially the plans were not a viable tool to use when faced with this type of uncertainty. 

We can draw resources together quickly for an unplanned operation, and this was the case for the pandemic. A dedicated task force was created to ensure that we not only complied with changing legislation, but they became a central point of contact, providing clear and transparent information ensuring fairness.  

On balance, although on some occasions the informal structure has had a negative impact, it has been imperative to manage and lead people through a crisis, filling a gap that line managers are unable to fill due to additional pressures. Consideration should be given to how the informal areas of the organisation are re-thought; this is not just an area of workplace gossip but a place of learning, support, and employee voice. The formal mechanisms provided structure for employees during uncertain times; although they were not perfect for a crisis, the organisation had inhouse capabilities to change and become fit for purpose quickly.  

4. (b) Organisational culture provides a way for employees to voice their concerns, understand the organisation and develop a common purpose, influencing retention and engagement (CIPD, 2020); it is why employees choose to work for the organisation (Weston, 2020).  

Whilst employees continue to work from home, the variables on which the culture is formed are no longer within the organisations control in the same way (Weston, 2020). Reflection on the impact the crisis has had on the culture and strategic goals of the organisation, which is a public sector police force, is important. 

Around two-thirds of our staff employees have been working remotely since March 2020. Considering individuals are likely to expect informal social interaction and the opportunity to learn from others when returning to the workplace (WSP, 2020); the overall appetite of the current workforce is for smarter working with the opportunity to determine workplace location each day; This is an acceleration on a smarter working project launched in 2019. The pandemic has been an opportunity for the organisation to view the impact on productivity and the service with employees remote working, eliminating concerns arising from the hierarchy structure, the view on presenteeism and leaders still adopting traditional, command-and-control style leadership despite training on transformational leadership. The pandemic crisis has laid the foundations to move towards a smarter working culture as a new way of working. Unfortunately, the organisation has front line workers who will not have this option; leading and managing these employees will be crucial to the success of a new culture.  

Statistically, 21.1% of the Welsh population is over 65 years old, 2.5% higher than the overall UK rate (ONS, 2021). Adopting a smarter working culture will broaden the talent pool. The current succession planning activity is too narrow as it focuses on the skills lost when officers exit the organisation; considerations need to be given to skills and competencies required for future ways of working such as learning mindset, autonomy, empowerment, relationship management and collaboration (CIPD, 2020b).  

Pre pandemic, the organisation was good at celebrating successes with award ceremonies for achievements and long service; these events would be attended by invitees only with results being communicated afterwards. Due to social distancing, events were hosted online, and everyone could attend; this created an opportunity to celebrate good work achieved together in the past 12 months and created a sense of belonging to a wider network of people.  
In conclusion, as a police force, providing good customer service to the public is fundamentally the goal employees strive to achieve. Although bound within strict funding and budget constraints, which have been exacerbated due to the rising costs of a pandemic which we are yet to realise long term implications of, culturally we have been catapulted further than could be imagined; the magnitude and speed of change resemble that of a ‘big bang’ driven by external factors which cause significant change to internal practices (Rees and Hall, 2016). 

Section Two 

2.1. (a) Neoliberalism has shaped an economy where a minority of people receive most of the income; a rise in the worlds labour supply has put downward pressure on wages and a new class structure has been created namely the Precariat, which can be defined as unstable labour with unstable living, insecurity with no access to unpaid benefits, and no occupational narrative to give to themselves (Standing, 2017).  

Precarity is a major concern for leadership in organisations because individuals these are less likely to be fulfilled in the role. According to Maslow's hierarchy of needs, five areas need to be considered to achieve fulfilment (Indeed, 2021).  

The table shows how a leader could motivate and engage precariat workers aligned to Maslow Hierarchy of Needs:  

	Stage
	How leadership can motivate and engage precariat workers

	Physiological needs 
 
	· Be mindful of life outside of the workplace and the impact this may have on work produced 
· Be an empathetic leader without judgement 
· Provide support where possible 

	Safety 
 
	· Find short-term solutions to improve motivation 
· Create a team support network 

	Love and belonging 
 
	· Strong onboarding technique, aligned to strategic goals
· Assign a workplace buddy

	Esteem 
 
	· Short-term reward and recognition strategies  
· A simple thank you for good work achieved within a deadline  
· Feedback provided outside a formal process 

	Self-actualisation 

	· Instil empowerment and trust  
· Remove the risk of stress and burnout 



A precariat worker might be living with debt and in the current uncertainty on the edge of unsustainable debt (Standing, 2016) therefore money would be the key motivator for working; leaders need to ensure that the individual is productive and aligns with strategy. 

In my organisation, a public sector police force, we only have a small proportion of the workforce on temporary contracts or agency workers. Managers are expected to treat these workers the same as an individual with a permanent contract, including onboarding, training opportunities, feedback, and recognition etc. 

Although a precariat worker is typically considered as described by Standing (2017), there are a group of individuals who choose this type of employment because it is convenient; 9.1% of employees aged 16-24 and 5.7% aged over 65 are on zero-hour contracts (ON, 2021a). These individuals have the flexibility to choose the work that they do and cannot be prevented from working for more than one employer (Jessop, 2020); these workers would be self-motivated and engaged but may not be driven to contribute to long term goals.  

In conclusion, precarity should be a global concern; the more workers who have insecure and poorly paid work has a long-term economic impact on GDP; with a rise in inflation, cost of living and the current fuel poverty, individuals will ultimately have less money to spend on goods and services. In the long term, this will have an impact on organisations supplying goods and services causing job losses in the labour market. Governments will then need to supply monetary solutions via universal credit and other streams. There is currently public demand for the government to support individuals regarding the price of fuel via monetary means or reducing VAT. On the other hand, if governments regulate zero-hour contracts due to risk of exploitation causing organisations to pay more, there is a risk that they outsource the work to other countries that are less regulated.  

2.2. (b) HRM plays a significant role in adopting a ‘freedom and responsibility' culture because individuals must embrace a mindset that overturns the conventional; honest communication, ability to challenge others no matter the seniority and the removal of policies (McCord, 2017). The Netflix model is ambitious as adopts a no rules concept with people being held accountable by colleagues (Bhaduri, 2020). In my organisation, a public sector police force, decisions are heavily governed by policies and practices, even continuous improvement is undertaken within guided limits. As such, fully embracing the culture will require an overhaul for many organisations, but in the interim, there are small changes that HRM can do by questioning the traditional HRM norms. 

Frontline, a social work charity, has embraced this type of culture by letting go of control and having expectations of each other (Frontline, 2021) turning intent into action by: 
1. Having fewer but better rules 
2. Act without permission to make things better 
3. Surround yourself with excellent performers 
4. Get and give clarity 
5. Be radically candid 
6. Learn from our frontline 
7. Fail well 
8. One team  

This type of change is hard, and people need to stick together; culture matters because people do not want to work in a mediocre team achieving average results (Frontline, nodate). 
 
HRM can support adaption to this culture by: 
· Increasing employee’s freedom to make decisions as a responsible person 
· Compose attractive recruitment adverts that appeal to innovative individuals 
· Undertake meaningful succession planning activities considering future skills not just current skill gaps 
· Mix and match high and low performers to promote talent density (Bajaj, 2021)
· Review and streamline policies and practices

Consideration should be given to the psychological contract which is typically between a line manager and an employee (CIPD, 2021) therefore line managers also play a role in HRM.  

In addition, HRD plays a key role in adopting a ‘freedom and responsibility' culture by designing training opportunities such as coaching that teach inherent skills relating to being decisive as a responsible person; this training is provided to everyone and not just leaders. The responsibility for HRD is not just for HR but for managers too (Indeed, 2022). As such, consideration should be given to the overhaul of the time-consuming annual appraisal system with the adoption of other methods such as self-reflection, peer reviews, debates on ideas etc. 

HRD can support adaption to this culture by ensuring training and career development underpins:  
· Trust, self-discipline, and accountability  
· Freedom to make the right decisions for the business and the customer  
· Responsibility for the decisions made 
· Creativity and innovation 
· Intelligence and expertise of the individual 

Freedom and responsibility does not mean individuals can do what they want; Netflix stripped away bureaucracy and coached people at all levels to be disciplined about a fundamental set of behaviours (McCord, 2017). Policies are written for everyone but used by a few and can be time-consuming for HR and leaders to create and administer. People have freedom and responsibility in their own lives to act in the best interests, maybe the workplace should allow the same; it has been successful for many companies, not just Netflix.  

2.3. (a) Organisations should concern themselves with sustainability at the cost of profit because investing for long term gain makes good business sense; COP26 has put environmental issues on the radar recently. 

In the last five years, there has been a rise in demand for sustainable products with consumers being the driving force, changing behaviour to support their values (WWF, 2021). Purchases of sustainable food products rose by 7% during 2020 (WUR, 2021).  This is significant because it evidences consumer demand and changing buying habits.  

The notion of sustainably is broader than just selling sustainably sourced products; it addresses current generation requirements without destroying the future generation's needs and can be beneficial because (Klaassen, 2022):  
· Reduces resource use enabling cost savings 
· Increases brand reputation and consumer trust  
· Flexibility to adapt to changing environmental legislation  

In my organisation, a police force covering a large geographical area, the organisations' carbon footprint is inevitably high. To offset this, electric cars have been added to the fleet providing reassurance to the public that being sustainable and embracing cost savings where possible is a priority for a service funded by the public.  

However, for sustainability not to considerably impact the bottom line, organisations need mechanisms in place to become proactive rather than reactive, engage key stakeholders including the board and align strategy to sustainability considering compliance before competitive advantage (Haanaes, 2016).  

In addition, organisations should concern themselves with ethics at the cost of profit because making ethical decisions can increase motivation, morale and reduce employee turnover and absenteeism. HR professionals must be ambassadors for taking an ethical approach by holding the workforce accountable for their actions and behaviours, aligning organisational and personal values through strategy (CIPD, 2019). It is vital HR practitioners resolve ethical situations to gain trust with other stakeholders; the application of an ethical lens for decision making linked to philosophical ethics should be considered (CIPD, 2015).  

The ethical practice also has a positive impact on other stakeholders by increasing the attraction and retention of customers and improving customer satisfaction (Grzegorzek, 2019).  

Despite the positives of practising ethics and sustainability at the cost of profit, Boohoo has seen its profits surge. Fast fashion is the quick creation of trendy clothes cheaply, negatively impacting climate change and underdeveloped countries (Zarman, no date). Although typically attributed to individuals wanting the latest fashion trends, it would be prudent not to consider the wider financial element that individuals are currently faced with such as rising cost of living, fuel poverty, decreasing universal credit payments suggesting that consumers may have less money to spend and do not have the flexibility to purchase from a sustainable or ethical company; cost will be the only driver for this type of spending.  

On balance, ethical and sustainable business practices help to connect organisational strategy and values with people and the planet. It makes business sense to employ ethics and sustainability as a golden thread through policies, practices and innovation and the organisation.

2.4. (b) One skill required for effective leadership in complex environments is being able to not only delegate but give employees access to the tools to do their jobs effectively. CMI (2020) states that there are five steps to successful delegation:  
1. Prepare employees 
2. Assign to appropriate employees 
3. Do not assume employees understand  
4. Avoid taking tasks back 
5. Communicate openly with employees 

Giving up control of tasks that leaders are solely responsible for, is not an easy task however the practice of delegation will instil trust with employees, improve motivation and provide resilience in times of crisis or uncertainty.  

Leaders can learn techniques to keep a record of delegated tasks; this allows an individual to ensure tasks are completed but allows leaders to keep some degree of control.  

Although the art of delegation cannot be taught via a formal training programme, a checklist of principles to follow when delegating work can be created by L&D, using this as an opportunity to communicate the safety of delegation and that if decisions are defensible, the organisation will support you. Some MOOCs may provide support to leaders who wish to improve their delegation skills; this would reduce the impact on the organisation to design and deliver specific learning.  

Another skill required for effective leadership in complex environments is the ability to think differently. If individuals follow routine practices, they become unconsciously competent, falling behind the competition by following the same decision-making processes (Cartlidge, 2021).   

Like delegation, being able to think differently is a skill that is difficult to learn. Building up expertise as a change agent requires characteristics such as observation, mapping out the internal and external environment and the ability to troubleshoot without judgement (Rees and Hall, 2016). Similarly, to enhance this type of thinking, the 8 principles of change as coined by Kotter (1996) could be applied dynamically as a framework to resolve problems with creative solutions. 

Organisations also need to ensure they have systems to support this way of thinking. Leaders need to create networks and teams rather than be confined to the constraints of a hierarchy; organisations are not just a collection of clearly defined departments and organisational should no longer be designed this way historically based on a stable, and predictable external environment (Corporate Rebels, 2018).  

CIPD (2020b) identifies that the shelf life of skills is short term and workers may need to upskill every two to three years; lifelong learning is needed in this labour market. It is mindful to note that future skills needed now will become replaced quickly and organisations should have a responsive L&D department to adapt to this. 

In conclusion, the nature of the external VUCA environment will mean that leaders will need to have continuously developed new skills to successfully navigate this impact this will have on the internal environment.   
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