SECTION 1 
1. Blog 
The CIPD Profession Map provides a framework for all HR and L&D Professionals (CIPD.a, 2009) and the Standards within differentiate between individuals’ levels of knowledge, capability, and ethical practice (CIPD.b, 2009). So as an aspiring Chartered L&D professional, I have been reflecting on how the CIPD Standards have supported me to deliver an effective HR service during the pandemic crisis. 
I work for a small third sector organisation, delivering several leadership programmes to SMEs funded by grant income. Unless you’ve worked in an environment in receipt of grant income, you’re unlikely to be aware of how restricted you are to bend and flex to the world around you. When the crisis began, we immediately saw a decrease in participation in our fully funded programmes which was to be expected. However, what we didn’t anticipate was how irrelevant our leadership programme became overnight. In the spirit of maintaining my awareness and knowledge of what was occurring in the wider world, I saw demand for leadership training (along with a willingness to invest) skyrocket. However, the leadership training in demand was very specific. Our usual target audience was crying out for skills to lead in a remote environment. (Germain, 2021; People Management, 2020; GOV.UK, 2021). This was not covered in our current offering and our funding contract does not allow us to change the course content. 
This presented me with the following problem – if we don’t hit our participation targets set by the funders then they could withdraw funding which would immediately put 50FTE employees at risk of redundancy.
Having business acumen and understanding my organisation in the commercial context is core knowledge for a chartered HR professional (CIPD.b, 2009). Thinking of our long-term strategic plans to diversify our income streams and commercialise our services, drove me to propose we bring forward those plans to safeguard our position in the market, reduce reputational risk with funders and safeguard jobs. It did mean it would propel us five years ahead of where we intended to be and would involve a great deal of work.
Providing evidenced based recommendations is a key to such proposals (CIPD.b, 2009). Getting a seat at that top table is not easy and business leaders are always keen to see impact on bottom line. Therefore, working in close partnership with our Commercial Director to scope out the potential cost and income was key to success.
Next came the need to work carefully with both operational and strategic leaders to carefully plan how we use our existing workforce to design and develop a new project whilst trying to maintain business as usual. Redeploying staff across teams and assisting to develop an associate model to bring in additional resource was a key activity for the HR team.
The result has been a great offering that is generating income for the organisation to such an extent they are now able to offer permanent roles within the commercial team.
As the organisation enjoys the highs of the crisis, it is important to know however that the work of HR doesn’t stop here. Now we move to the next phase, which is to support this new, growing, business so as Wedell-Wedellsborg points out, leaders are faced with the burden of the work that lays ahead (Wedell-Wedellsborg, 2020).


2. Leadership approaches 
Leadership utilises personal skills and social influence to maximise the performance of others towards a shared goal (Watson & Reissner, 2014; Kruse, 2013). Whilst management has historically been linked to preserving the organisation and status quo, leadership is more often linked to transition and change and is also linked to personal characteristics (Watson & Reissner, 2014; Whetten & Cameron, 2011). Whetton and Cameron go on to explain that in twenty-first century workplaces no organisation can survive without individuals possessing the skills associated with both leadership and management. 
There are a number of leadership approaches that are highly relevant to leading in the context of the pandemic. Typically defined as a turbulent time, the global pandemic is now a key player in our VUCA world (fig1) causing situations and events that flex and change in unexpected ways (Ansell & Trondal, 2018). Leaders must adapt and respond quickly (People Management, 2020).
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Figure 1 VUCA explained taken from Bennett & Lemoine, 2014

Complexity leadership is not only about the personal characteristics and authority held by a leader, but moreover the complex environment in which the leadership role is interacting and adapting to the external forces (Uhi-Blen, Marlon, & McKelvey, 2007) making it particularly pertinent to the current crisis. Effective complexity leadership requires reliance on hierarchy, adaptive leadership, and action-centred-leadership to enable quick decision making (Baltacı & Balcı, 2017) however this requires a great deal of autonomy and trust which isn’t necessarily present in hierarchical organisations (Wedell-Wedellsborg, 2020; Saiti & Stefou, 2020; Knudsen, Marchiori, & Warglien, 2018).
Trustworthy leadership utilises a range of behaviours to foster high levels of trust with team members at all levels and external stakeholders (fig2) (Carucci, 2021). This is conducive to an environment that values openness, good communication, high job satisfaction and higher retention rates (Ouslis, 2018; Zenger & Folkman, 2019; CIPD, 2014). Data collected by the Change Management Consortium from nine public and private sector organisations found that employees in lower grade roles reported average to very high trust in their line manager but lower levels of trust in senior managers (Balogun & Hope-Hailey, 2009). High levels of trust is linked to conditions in which significant change can thrive, that said trust takes time to be established and not created overnight. Furthermore it can be lost very quickly (Change management, 2021; CIPD.c, 2014).  
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Figure 2 Trusting relationships taken from CIPD, 2012

Leadership styles have a direct impact on job satisfaction (Morrison , Jones, & Fuller, 1997; Shanafelt, et al, 2005). Empirical studies confirm a positive correlation between servant leadership and job satisfaction (Hebert , 2003; Irving , 2005; Miears , 2004; Thompson, 2005).
Servant leadership is described as an approach that focusses on the strengths and developing the capabilities of team members. Servant leaders share power and prioritises the needs of others in order to achieve high performance (Greenleaf, 2021). Findings from a study completed in the healthcare sector found servant leadership to be particularly effective in promoting job satisfaction (Jing, 2019). This is particularly pertinent during a time where the NHS is facing a staffing crisis (Wales Online, 2022; The Guardian Online, 2021). 
The ‘Great Resignation’, a term coined by Anthony Klotz, describes how when humans are faced with life-or-death situations, like the global pandemic, they often question their life choices and major decisions as to whether remain with their current employer (Kaplan, 2021). These external influences add a layer of complexity for leaders where ensuring job satisfaction may not have been a priority before now.
The Hywel Dda University Health Board (HDUHB) conducted a review to better understand staff experience during the pandemic (HDUHB, 2021). The findings included that staff preferred the early changes which resulted in improved communications and faster decision-making. It also stated that too little trust can lead to further problems, namely higher staff turnover.  The conclusion of the review is to work towards a permanent adoption of some of the new leadership approaches, in the same way the article describes the ned to avoid snapping back to pre-covid practices. 
Returning to former working practices is not an option. The report goes on to state that respondents were pleading not to return to the pre-pandemic way of working and that from a structural perspective, HDUHB need to identify where they can give staff autonomy and trust. HRM must make evidenced based recommendations to design and deliver policies that address the issues raised within the report.
Not continuing to further build on the good work achieved to date is likely to result in increased staff turnover further compounding the staff shortages (Bailey, Mankin, Kelliher, & Garavan, 2018; Bamford & Daniel, 2005; HDUHB, 2021). 
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Therefore specific leadership approaches such as complexity leadership and trustworthy leadership lend themselves well to leading in a pandemic. Whilst they are not without their limitations, the ability to adapt and flex appears to be key to success. In the context of a healthcare setting, servant leadership is particularly effective approach.



3. Formal and informal structures 
Formal and informal structures within organisations are essentially referring to the way management levels are organised and how decisions are made to achieve the business aim (fig3) (Soda & Zaheer, 2012; McDaniel, 2007; Allen James & Gamlen, 2007; Discourse and Organization, 1998;).
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Figure 3 Diagram representing formal and informal organisation structures adapted from http://kuctejacob.blogspot.com
Both formal and informal structures within organisations will impact the management of people during the crisis (McDaniel, 2007).  
Prior to the pandemic, Chwarae Teg (CT), a third sector organisation employing 78FTE across Wales, was very hierarchical - particularly when it came to decision-making. Strategic leads would make decisions in isolation of others. Unless strictly necessary, staff would not be consulted and HRM only involved if it was part of a formal process. 
During the pandemic, the organisation adopted new technologies and new approaches to communication such as, Microsoft Teams. Leaders began to utilise these new communication tools to gather intelligence from staff such as setting up channels on MS Teams. In turn staff became increasingly involved in decision making. 
It wasn't long before the creation of task and finish groups made up by volunteer staff from across the organisation, became the norm. Task and finish groups instantly increased decision-making capacity to such an extent that multiple projects are now run simultaneously. This approach isn’t unique. Leaders from all sectors have generally became more reliant on others for knowledge from all levels within organisations (Hope-Hailey, 2021).
Global Vice President of Workday said, “Companies have a rare opportunity to rethink their organisational and workplace structures.” (CIPD & Workday, 2021). As the article by HBR says, it is important that whilst formal structures remain unchanged the informal systems that have developed may still have its place and organisations should avoid reverting to old ways of working (Wedell-Wedellsborg, 2020).
Conversely, informal structures at CT have been negatively impacted. Prior to the pandemic, employees held friendships and contact with people outside of their immediate team via their attendance at regional offices. Whilst working from home it quickly became apparent that these informal structures played a significant part in maintaining wellbeing. 
For the first time, employee wellbeing had become an organisational issue. Employees missed seeing their colleagues and frequently reported feelings of isolation because of home working. Additionally, staff sickness absence increased due to stress and anxiety. During return-to-work interviews isolation and loneliness were cited as the causes of stress and anxiety by many of the employees concerned. According to a survey by the Royal Society for Public Health, women are more likely (58%) than men to feel isolated (RSPH, 2021). CT’s workforce is 98% female (Chwarae Teg [internal document], 2021).
Peter Cheese, Chief Executive of the CIPD said, “we continue to see signs of stress and fatigue across many workforces. We must do more to create positive and supportive cultures and great places to work that's a truly inclusive.” (Cheese, 2022). 
A key finding from the People Profession 2021: UK and Ireland survey report, found that working from home presents significant challenges for HRM by way of supporting employees’ mental health and wellbeing (CIPD & Workday, 2021). Mind, the leading charity for mental health in the UK said that managers play a vital role in supporting the wellbeing of their employees (Ridsdill‐Smith, n.d.) which presents HRM with the task of managing effective development programmes for their leadership teams. Therefore, the work of HRM/HRD will take a renewed focus to develop a culture of support and organisational policies that improve and maintain wellbeing.


4. B) The impact the crisis has had on my organisations’ strategic goals 
In the article ‘Leading into the post-covid recovery’ the author quotes a respondent who says “Looking at the numbers, our business has been set back years. But culturally, we have been catapulted ahead to a future we could not have imagined, and strategically, our transformation has gained a momentum we could never have created on our own.” (Wedell-Wedellsborg, 2020). In the context of my own organisation in the third sector heavily reliant on grant funding to deliver leadership programmes, I would have to strongly disagree. It cannot be assumed that this is the same experience for all organisations that have or still are surviving the crisis.
To reflect on my experience as to how the crisis has impacted the culture of my organisation (Chwarae Teg) and the impact it has had on strategic goals, I shall be using the Gibbs’ reflective cycle. This model supports experiential learning and can help identify strengths and areas for development (Gibbs, 2013).
Description 
Prior to pandemic CT’s organisational strategy included a five-year plan to diversify income streams. During the first wave of the pandemic, we noticed a significant decline in participation of existing services and presented a risk of job losses. We noticed a demand for alternative management training to what we had on offer.  A decision was made by the strategic leadership team to divert human resource to the creation and implementation of a new leadership programme for commercialisation and bring forward our plans to diversify income streams.
Feelings 
At the time this seemed like a sensible approach as it was an opportunity to safeguard 50 FTE roles at least. Refocusing on commercial revenue generated excitement and renewed focus among staff. Staff began coming up with additional ideas for commercial projects.
Evaluation 
There was huge appetite for the new commercial services. Additional services to what was originally planned were provided however this started to go beyond the skillsets in the current workforce. As a HRM professional this provided me with significant concern. Firstly, there was a reputational risk to the organisation should a member of staff provide incorrect advice or guidance, and secondly individual members of staff were very aware of that limitations and we're spending huge amounts of time outside of their normal working hours to try and improve their knowledge and skillsets. HRM are custodians of the organisation and have a duty to look after staff (CIPD.a, 2009). 
Analysis 
The strategic focus of the organisation shifted radically to commercialisation of services bringing forward a key activity by approximately five years. However, it appears to be to the detriment of staff. The organisation is experiencing its highest staff sickness rates (not COVID related) in 10 years and the reason for absence increasingly being cited as “work-related stress”.
During an organisational wide pulse survey which was introduced in October 2021, those remaining on the funded programme have been quoted as stating, they are “old news” and “they [senior leadership team] aren’t interested in us anymore].” And those working on the commercial programme rated job satisfaction and wellbeing as poor with 76% of staff answering yes to the question “should you have taken time off for your own wellbeing in the last four weeks?” (Chwarae Teg [internal document], 2021).
Conclusion 
Amid making the most of this renewed opportunity, the people focus got lost and do not feature in the organisational strategic objectives at all. This is not to say that the organisation does not care about their staff, as in fact they do. During the same time period the organisation collectively revisited and renewed their organisational values and which are reflective of an organisation of places huge value on people. The problem is there is no intentional work (via strategic objectives) in relation to the ongoing continuous professional development and ongoing support of their staff.
Action plan 
The HRM will need to seek out support and possibly structural recommendations for the senior leadership team to keep their people at the heart of everything they do. 


SECTION 2 
2.1 B. Leadership Dilemma 
The biggest leadership dilemma facing CT is staff retention because staff turnover is at the highest it has ever been. Those ‘left behind’ are bearing the brunt of the workload.
This is not unique to CT. A UK wide survey by Randstad of 6,000 workers found that 69% were considering leaving their employer within the next few months and a further 24% planning to leave within the next six months. Normally this figure sits at around 11% per year (Brignall, 2021).
Peter Cheese, CEO of CIPD describes this time as ‘The Great Rethink’ (Cheese, 2022). What others are calling ‘The Great Resignation’, has allegedly been brought about by people reconsidering their life choices because of the pandemic (Kaplan, 2021).
There is direct correlation between engagement and retention. The more engaged an employee is, the more likely they are to remain with their employer. Disengagement can provide an indication that an employee is planning to leave (Schawbel, 2020; Paterson, 2020).
HR will need to respond to this challenge by reviewing their employee value proposition (EVP) in the context of the crisis. an affective EVP can not only help attract great candidates it can also help retain talent ( (Indeed, 2021; Davies, 2020). 
Benefits and rewards can help retain current employees/attract candidates such as flexible working and/hybrid working, personal development, progression, and wellbeing support initiatives 
Hywel Dda University Health Board provides a current example of how they consulted with their workforce during the pandemic and their results within their Discovery Report have been acted upon with renewed focus on putting the people at the heart of what they do. Investment in HRM and HRD has seen a wealth of wellbeing initiatives, financial support and flexible working become immediately available to almost all staff (HDUHB, 2021)


 


2.2 b. The role will HRM and HRD play in supporting autonomy
Autonomy and trust to get on with the job is something that most employees desire and if freedom and responsibility is a gift, employers can give their employees HRM and HRD will play a significant part in supporting the adoption off this new culture.
HRM/HRD must help leaders understand the different responses employees may have to culture change. Some employees will be ready to embrace the changes, some will hold onto what is familiar to them and others aren’t particularly resistant to change but they do require time to digest and reflect on what is going on around them (fig 4) (Fridjhon, n.d.)
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Figure 4 Leapers, Bridge Builders & Tradition Holders (adapted)

The Bridges Transition Model (1991) helps us to understand what people are experiencing mentally and emotionally whilst the change is happening to them (Bridges, 1991). The table below provides some indication of what people may be feeling and what they may be experiencing during each phase.
	Ending
	Neutral
	Beginning

	Fear
Anger
Sense of loss
Sadness
Frustration
Uncertainty
	Higher workload (as part of managing the change process)
Resentment
Low morale
Low productivity
Scepticism 
	High energy
Openness 
Renewed commitment 


Table 1 Feelings and experiences at each stage of the Bridges Transition Model (adapted)



The Kubler-Ross Change Curve (1970) paints a similar picture (fig5).
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Figure 5 Kubler Ross Change Curve taken from Mindtools.com 

On assisting leaders to understand the experiences employees are faced with, HRM/HRD can then develop leaders and systems to respond appropriately to change.
“People are fundamental to businesses and organisations; they are unique and worthy of care, understanding and investment” (CIPD.a, 2009) therefore HRM/HRD must provide support and wellbeing initiatives for employees (Ridsdill‐Smith, n.d.; CIPD, n.d.; Wedell-Wedellsborg, 2020).
Whilst these models are useful for guiding employees through the change process, they are not a substitute for change management tools which should be used in conjunction.





2.3 a. Ethics and Sustainability 
Organisations should prioritise ethical practice and sustainability over profit. 
As a HR professional, ethical practice is a core behaviour of the CIPD Professional Standards (CIPD, n.d.). The standards go on to say that as a Chartered HR professional, you are expected to respectfully challenge as a custodian of the organisation “Challenge decisions and actions which are not ethical, explaining the organisation risks” (Ibid).
The cost of not prioritising ethical practices can be significant. Forbes, 2019 described a rise in social activism which is used to describe “individuals coming together with the sole mission to bring about lasting social change” (Personnel Today, 2019). 
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[image: 148 Apostrophe Stock Vector Illustration and Royalty Free Apostrophe Clipart]It is alarming to see Boohoo’s profits surge despite confirmation of allegations of endemic abuse at every
single step of their supply chain” (City AM, 2020)

Wayfair selling furniture to an organisation running a US-Mexico border detention centre and Google mishandling several sexual harassment complaints resulted in employees self-organising mass walkouts (TechCrunch, 2019). This illustrates that employees can and will hold their employer to account over what they say and what they do (Donde & Groenewald, 2017).  Other well-known brands such as Nike (racial equality), Greggs (veganism) and Gillette (toxic masculinity) have used ethical practice to raise their profile and employer brand (Forbes, 2019).
Additionally, a rise in awareness of environmental sustainability (i.e., COP26, Greta Thunberg) has given rise to the expectation and demand for sustainable business (Marshall, 2021; McKinsey, 2021; Well-being of Future Generations Commissioner for Wales, 2015).
HRM/HRD can help by creating an environmentally aware culture within organisations and develop policies that encourage environmental sustainability such as passenger allowances for car sharing, salary sacrifice schemes for bicycle purchases, sourcing technology that supports remote collaboration and encouraging home working.
Sustainable working practices sometimes come at a cost so HR professionals should be conducting evidenced based research to support their case for investment to business leaders (CIPD.a, 2009).
That said, ethical and sustainble business is not just a social issue but it is also a legal issue. The Equal Pay Act and the National and Living Wage Rates demand that pay structures are fair and equitable (Legislation.gov.uk.a, 1970; Legislation.gov.uk.b, 2021). However employers can operate beyond basic compliance and extend their rates of pay to the ‘Real Living Wage’ (Living Wage Foundation, 2021). 
Real Living Wage Employers and their commitment to pay goes beyond salaries for employees. Their procurement policies demand that suppliers pay the real living wage. This is shared on their recruitment pages to further promote their employer brand (fig6).
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Figure 6 Examples of job adverts from Living Wage employer taken from LinkedIn



2.4 a. The Lewin Model
A major criticism of Lewin’s three step change model (fig7) is that it over-simplifies the change process, is too linear in its approach and is fundamentally outdated for a world that is changing at pace (Burns, 2000; Dent & Goldberg, 1999). 
The model assumes change is planned and that there is a start and an end, however not all change is planned and for some organisations change can seem constant (Burnes, 2020; Cummings, Bridgman, & Brown, 2016).
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Figure 7 Lewin’s Change Model 

The fundamentals of the model places significant importance on democracy and involvement of all parties (Burnes, 2004; Desmond & Wilson, 2019). In a VUCA climate requiring HRM to adapt and respond quickly, (People Management, 2020) organisations have had to introduce changes at a rapid pace with little to no involvement of their employees. Therefore, this model does not lend itself well to a new world requiring flexibility and agility (CIPD, 2020; Bamford & Daniel, 2005; Collins, 1998; Dawson, 1994). 
An alternative and not so linear approach is ‘The Change Kaleidoscope’ (fig8)  (Balogun & Hope Hailey, 2004). The first step of which, is to identify what factors are for or against the change (ibid). This is not to be confused with Lewin’s Force Field Analysis which also looks at factors for and against the change, because Lewin’s factors are limited to attitudal/behavioural influences (Burnes & Cooke, 2013). Whereas Balogun and Hope Hailey’s change Kaleidoscope recognises that changes are also impacted by the external environment and also, that change is an open ended process (Balogun & Hope Hailey, 2004).
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Figure 8 The Change Kaleidoscope (2004)

Nonetheless there continues to be support for Lewin’s model, particularly in the field of organisational development which supports systematic approaches involving employees (CIPD, 2020; Cummings & Worley, 1997) where ethical decision making, democracy and stakeholder engagement is valued CIPD (CIPD, 2015). Furthermore it goes on to say that HRM should know “How to listen to, engage and mobilise a range of stakeholders to enable change and build capability” (Ibid). This is further supported by Crail’s 2007 study which identified communication breakdown (90%) and employee resistance (81% ) as the top two reasons why change fails (Bailey, Mankin, Kelliher, & Garavan, 2018).
In the context of a small charity implementing a new ICT system to meet the immediate need to deliver an online service, the Lewin model works well in that, buy in from all stakeholders was fairly immediate given the shared problem and the one-off task that needed to be implemented. However this approach is not helpful when the organisation continues to struggle along with an inadequate system because of their unwavering commitment to the original plan (Forbes, 2020). This is compounded by change fatique arising from the expectation for the change process to end as opposed to it being an evolutionary process linked to continuous improvement (HR Magazine, 2021; HR Zone, 2017; Forbes.b, 2011).
To conclude effective change management requires a variety of adaptable and responsive people management skills whereas the Lewin model is very much process driven and is not conducive to contemporary working practices operating within a global pandemic.
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complexity

Characteristics: The situation has many
interconnected parts and variables.
Some information is available or can be
predicted, but the volume or nature of it
can be overwhelming to process.

Example: You are doing business in many
countries, all with unique regulatory
environments, tariffs, and cultural values.

Approach: Restructure, bring on or
develop specialists, and build up
resources adequate to address the
complexity.

@mbiguity

Characteristics: Causal relationships are
completely unclear. No precedents exist;
you face “unknown unknowns.”

Example: You decide to move into
immature or emerging markets or to
launch products outside your core
competencies.

Approach: Experiment. Understanding
cause and effect requires generating
hypotheses and testing them. Design your
experiments so that lessons learned can
be broadly applied.

Wwolatility

Characteristics: The challenge is
unexpected or unstable and may be of
unknown duration, but it’s not necessarily
hard to understand; knowledge about it
is often available.

Example: Prices fluctuate after a natural
disaster takes a supplier off-line.

Approach: Build in slack and devote
resources to preparedness—for instance,
stockpile inventory or overbuy talent.
These steps are typically expensive; your
investment should match the risk.

uncertainty

Characteristics: Despite a lack of other
information, the event’s basic cause and
effect are known. Change is possible but
not a given.

Example: A competitor’s pending product
launch muddies the future of the business
and the market.

Approach: Invest in information—collect,
interpret, and share it. This works best in

conjunction with structural changes, such
as adding information analysis networks,

that can reduce ongoing uncertainty.
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“ Refocusing and communicating our expectations of our
leaders in terms of leadership style, attitude and behaviour

will go a long way in helping to create the positive working
environment that staff are craving.” (HDUHB, 2021). ,’
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