

	
	
	






Section 1
Question 1
Rolfe’s model of reflection, what, so what and now what, will show how the CIPD’s professional standards supported me in the delivery of an effective HR service during the pandemic crisis. 
What?
The CIPD Professional standards have been brought in to “champion better work and working lives” (CIPD 2021a) with the core behaviours of “situational decision making”, “valuing people” and the core knowledge of “change” (CIPD, 2021b) having a key role to play in the pandemic and effectiveness of the delivery of the HR Service that I have been able to deliver within South Wales Police a public sector organisation.
The pandemic required me to make decisions based on evidence for my team and those around the force in all roles. For my team it was the ability to get them to adapt quickly to working from home and to make sure that they had everything that they needed to do this, including equipment and wellbeing measures of which I had one individual move home so that they were not home alone and isolated. For the Force it was creating a SLIDO (a Q&A polling platform for live and virtual meeting) page that allowed the communication of decisions that were being made from Gold command that impacted them, and to make sure those individuals had a central hub where they could ask questions but also raise concerns. Working with different teams across the force, I was able to successfully launch and develop this hub through SLIDO which took the pressure off the HR Helpdesk that had begun to work 7 days a week, rather than their standard 5. Being at the forefront of these changes I was able to encourage a consistent approach across dissimilar roles showing transparency, best practice, and the ability to guide and advise not only line managers but also other HR Colleagues. 
Although the work was there and being completed, it took a long time for decisions to be made to update the individuals involved the force had moved to a command-and-control structure, frustrations were rising, and individuals had begun to feel devalued.
So what?
My decisions were and are based on evidence, whether this be through how other forces have acted, what the Government advised and how this affects the working of specific departments for example the Public Service Centre (emergency call centre) these staff were unable to work from home due to the nature of their role and the importance for staff to feel valued regardless of their role. However, the leadership of command and control was not what the force needed, and they now needed to look at listening to what their staff and officers needed and wanted. 
From this situation I realised that wellbeing and support were key for staff and officers, with some roles being able to work from home and others not, highlighting the inequality of roles (CIPD 2014a), impacting on mental health, sickness levels and productivity. 
Now what?
As the UK enters the recovery phase of the pandemic, and we begin to see employees returning to their workplace and what is now called the “new normal” we need to make sure that line managers have the guidance and advice available to them, whether that is through further training and development programmes, difficult conversation courses or training on mental health and wellbeing. It will be a significant investment in line managers to make them feel empowered.
By learning through the disgruntlement that echoed around the Force during the later months of the pandemic, we need to ensure that decisions are communicated clearly to all levels of the Force at a timely and appropriate manner. Have the line managers listen to what the people need and not just what they believe should be happening but also a way to have them raise this back up the management levels to be heard.
The CIPD professional standards assisted me in the delivery of an effective HR Service during the pandemic crisis by making sure that the decisions that I made and the actions that I took were not just for the organisation but for those within it and that it serves and I will continue to adapt my leadership as Wedell-Wedellsborg (2020) suggests.
Question 2
Leadership is a commonly used term but one that many find difficult to define however Grint (2010) defines leadership as having followers as leaders are not able to lead if they do not have any followers. John Kotter (1990) highlighted that leadership is important because it assists with coping and producing change in a volatile world. Merete Wedell-Wedellsborg (2020) supports this statement in the article “Leading into the post-covid recovery” by summarising her arguments into one defining sentence “as a crisis evolves, your leadership approach needs to change”. 
Within South Wales Police, a public sector organisation, the leadership that we had was through a command-and-control structure, where decisions were made at the top and slowly spread to those in the lower hierarchical order. It saw officers on the frontline unsure on what they were legally able to do, managers unknowing as to what they needed to focus on and who needed to work and be in work and how the changes were going to affect each role within the force. Within our own HR department, we saw frustrations from all areas of the force and felt it ourselves due to the lack of direction and guidance those that were expected to rise to the occasion (Wedell-Wedellsborg, 2020), had left the force vulnerable and losing morale. What South Wales Police could have done was to see and value those leaders around them that reflected the two leadership approaches below, trustworthy, and authentic.
As the 2014b CIPD report talks about trustworthy leadership, an approach whereby the leader establishes trust with their team through four pillars which are ability, benevolence, integrity and predictability (Mayer et al 1995, Dietz and Den Hartog 2006). Through these approaches they help to gain the trust of the team and in turn assist in a more effective workforce being seen by their team as human, personal and relational (CIPD, 2014c). This approach is one that is not easily built during the pandemic and would require it to have been developed previously, it is also one based so highly on the trust in the leader, that if damaged it would be hard to rebuild (SHRM, 2021). 
Authentic leadership is commonly known as “an expression of the leader's true self” (Wenjin and Tymon, p.88, 2016), which according to Bill George (2003) is a leader who continues to be true to their values and principles building relationships, leading with their heart, and showing self-discipline. However, there is the argument that authentic leadership is about good acting and may not be a true reflection of oneself (Wenjin and Tymon, 2016) and does become problematic when a leader has flaws in their own traits for example being overly critical (Gruenfeld and Zanbar, 2011). 
If South Wales Police was able to move to both trustworthy and authentic leadership approaches the two together have the potential to work well. Teams would be able to trust their leaders and know what their principles and values are, bringing in the definition from Grint (2010) that without followers, leaders have no one to lead. Crises are happening more than realised with environmental factors impacting on the way an organisation works and there is still the need to have a continued visibility, purposeful reorientation, and sustained attention to detail (Wedell-Wedellborg, 2020). 
Question 3
In order to fully understand how formal and informal structures in an organisation helped or hindered in the management of people during the crisis, we first need to be understand what these stand for. Formal is the processes that are easy to identify such as policies, procedures, organisational structuring, and job descriptions whereas informal is what happens beneath the surface the do’s and don’ts, what we care about, assume and how people connect Diefenbach and Sillince, 2011
As Wedell-Wedellborg (2020) mentioned, a crisis can alter the dynamics of the informal structure of teams due to new relationships being forged, new leaders emerging, and the important and urgent factors change. CIPD have supported this, by reflecting in the article “Leadership in the Workplace” (2021), that some managers who are promoted due to their technical abilities may need either formal or informal support networks to be effective leaders. 
Within South Wales Police, a public sector organisation, the hierarchy remained the same in the formal setting helping HR to put through new policies and procedures due to the pandemic but was hindered because the decisions took so long to make, those on the frontline and not part of the decision-making process that were there to advise, were left in limbo causing hierarchical and bureaucratic difficulties that did not allow for sufficient support to staff and officers (CIPD, 2014a). 
However, the informal structure within South Wales Police saw the rise of leaders who were able to assist more technical managers in the coaching and innovation whilst waiting for the decisions to come down from the top. On the other hand, this hindered the cohesions of teams and caused difficulties when decisions were made as there was no consistency across departments meaning that the further disgruntlement was had by employees due to the changes and retractions that had to be made. Reflecting here how short-term, bottom line focus’ is impacted during a crisis (2014a).
CIPD reported in 2014(d) (tackling the barriers), that the need for leadership had changed due to the ways of working, well now that the pandemic has altered and furthered the ways of working again, it requires the organisation to relook at the formal and informal structures that have occurred. As Wedell-Wedellsborg (2020) mentions that the recovery phase is a time to relook at the way the team cooperates and to not head back to familiar routines.
Question 4B
The pandemic has seen organisations change overnight this quick change, saw organisational strategies adapting to the new ways of working. Within South Wales Police (SWP), a public sector organisation, we saw the adaptation of technology and bringing in agile working, influences from external stakeholders (Government) impacting on regulations for officers and the police staff handbook and the change of the figure head for South Wales Police, the Chief Constable. 
The challenges that organisations have faced today are similar to that of the VUCA (volatility, uncertainty, complexity, and ambiguity) model. 
	
	What they mean
	How these impact on SWP

	Volatility
	Unpredictable, fast and changes daily 
	Government decisions impacting on the ways of working I.e., working from home

	Uncertainty
	The unknown of when this situation will end 
	When the increased pressures on resources will end due to absences

	Complexity
	Not only working lives are impacted, but personal ones are also
	Impacting on mental health, wellbeing, how the economy is surviving and the impacts that all of these have within the organisation

	Ambiguity
	Challenges are new and do not have a best practice path to follow
	What does the organisation do to make sure it meets the communities needs at this time


(Ghabour, 2020)
Although South Wales Police, a public sector organisation, started to roll out technology to allow for agile working, when it came to working from home line managers would become uneasy and would rather have their staff in the office to do the work, including having officers return to station to complete reports and write up statements. If a true agile organisation, then this new way of working would have been something that they took in their stride (Teece et al, 2016 and Worley et al 2014). The new Chief Constable’s strategic delivery plan has now incorporated the expansion of technology and acknowledged the positive impact that wellbeing has had on staff and their work life balance. As Wedell-Wedellsborg (2020) said “create new meaning”. 
The impact on wellbeing briefly mentioned above, is another way that the crisis has altered the culture of the organisation and its strategic goals. Mental Health absences rose, teams became less productive and struggled with burn out and employees of South Wales Police were calling for more to be done as they found it difficult to switch off from work and adapting to the new ways of working and so the new strategic delivery plan incorporated the wellbeing and Health and Safety to ensure that going forward staff and officers were supported and what the force, its managers and leaders need to do in order to accomplish a culture of wellbeing. 
HR’s role throughout this needs to ensure that leaders and managers have the right guidance and are transparent within the work.
“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), organisations have shown resilience in the initial stages of the pandemic, through quick and reactive decisions but now that we are entering into the phases of recovery the leaders need to look at the strategies to continue in this development. South Wales Police needs to continue to strive to meet its people strategy, the right people, doing the right things in the right way. 
Section 2
2.1 - A 
Precarity is becoming a major concern for leadership in organisations as the covid pandemic has heightened social inequalities (Hailey, 2021) impacting on those with less job-security, rising debts, gender and the ethnic minorities. Precarity is defined by the Oxford English Dictionary as “to be vulnerable to the will or decision of others … dependent on chance or circumstance; uncertain; liable to fail; exposed to risk, hazardous; insecure, unstable … subject to or fraught with physical danger or insecurity (2019). Guy Standing (2011) stated that these individuals who fall under the term Precariat, are those that are displaced from full-time, skilled industrial occupations (Bennett, Saundry and Fisher, 2020). 
Although there are benefits to organisations and individual for precarity such as costs, flexibility and to assist in supplementing incomes there are also the disadvantages, the individual is not invested in the organisations strategy, they can leave at any point, training is difficult as there is the uncertainty for the team and the individuals as to how long they will be there for all of which incurs further difficulties for the leader, impacting not on the motivation of the precariat worker but also the team around them. The leader needs to motivate and engage staff through complexity leadership where they foster societal creativity, learning and adaptability, making each individual feel valued, trusted therefore increasing the individual's engagement.
South Wales Police, a public sector organisation, has seen the decrease in the uptake of staff bank roles (casual workers) as individuals are looking for job security, especially now that the pandemic has furthered the gap of social inequalities. However other organisations such as the manufacturing have been further impacted by the “precariat” as individuals can leave a role without notice impacting on the operational demand and causing Health and Safety risks for employers and stability. 
 According to the CIPD (2021d), they summarise employee engagement as the psychological state that an individual's find themselves in, which in turn as part of a wider strategy can impact on the motivation of individuals. It is not only the job of the leader to lead but for HR to assist in the leader's role that they play. HR need to make sure that there is transparency in the decisions and roles, that training is available and how best to manage the wellbeing of the precariat and the staff that work around them. 
Precarity has become a concern as it does impact on employee motivation, engagement and how leaders lead but this is the now, there are changing dynamics with the needs of the individual with an increase in protests and strikes there might soon become a time when there is a revolution for precarious workers. 
2.2 - A
Greg Jackson is the CEO of many organisations that do not have a traditional HR department, Timpson is another who believes that HR creates a need for itself. However, each company does still have a form of HR within them, whether this be through outsourcing their HR, or having roles within the teams that are part of the role, an example of this is Octopus having a business partner within finance, recruitment and Learning and Development. With the “people” aspects of the functions moving to line managers. Below we look at what HRM and HRD are.
HRM is a combination of HR strategies that shape a framework for a number of people management strategies (Rees and French, 2016). It looks to align the bottom-line focus with that of the organisation however HRM will be difficult to function if there are no defined strategic goals (Bennett, Saundry and Fisher, 2020). HRD is development that has moved away from the traditional term where it now looks at specific problems and reacts to this, HRD is the linking of both the strategic plan and the cultural change (Rees and French, 2016). 
Each one has a key role to play within organisations, they shape and align the organisational strategies to become an individual's strategy, engaging employees and improving the efficiencies of organisations (CIPD, 2021), essentially assisting the organisation to move forward in their goals in an ethical manner.  
As Dave Ulrich identified the pandemic emphasised why HR had a critical role to play within organisations and attended to three areas:
· Care for the individual and attend to the organisation
· Do Triage and plan for what's next
· Make decisions alone and enable others to become decision makers
(Ulrich, D 2020)
Through the process of aligning HRM and HRD and integrating ourselves into the organisation we can assist with navigating the unknown waters whilst progressing, adapting and altering to the needs of the company whether this be through changing the talent that is needed, the programmes and skills required to develop and assisting with how to lead through a crisis.
If not done, then there are concerns from a legal front that someone could drop the ball and opening an organisation up for risk (Fitzommons, 2021). 
As part of the HR department for South Wales Police, a public sector organisation, we feel the push back from departments that we advise as we are often seen as the bureaucratic barriers causing further paperwork and processes that need be there. However, the pandemic was a turning point, it saw departments look to us for help in guiding through the government changes and the new ways of working, it showed what talent and training gaps there were, and we were able to navigate them through the times of unknown with clarity whilst still meeting the strategic goals and our people strategy of the right people, doing the right things in the right way had never rung truer. 
Although HRM and HRD have always been key to organisations, the pandemic has made even more key. The role that HR played and still does play throughout the changing times, give organisations the confidence to move forward and look forward to the future. Ethical practices were still met, new training programmes were set up and skills were realigned, and managers learned how to manage through the changing times, can it honestly be said that all this happened without HRM and HRD? They were the key drivers to getting organisations through and to be able to plan for the future.
2.3 - A
Organisations should concern themselves with ethics and sustainability because there is a change in our culture and there is a greater call for transparency. The CIPD (2019) ensure that ethics and sustainability are utilised and showing importance by raising is it as part of their professional standards Core Behaviour, ‘ethical values’ ensuring that a moral compass to decisions and lives are the right things to do for the right reasons. HR professionals (and others that use these standards) are therefore able to build trust through the use of ethical behaviour by applying the principles and values consistently.
In recent times we have seen the increase in protests for Black Lives Matter, organisations having to report on gender pay gaps and answer for their downfalls and we have seen COP26 talk about sustainability and practices that we need to implement. Organisations have seen a decline in applications for roles and the greater demand for looking after their wellbeing and for having ethical values that were something the individual could relate to also known as “the great resignation” (Morgan, 2021).
As a reaction to the culture change, South Wales Police, a public sector organisation, has further increased its ethical stance by not only have a Representative Workforce team to assist with applications for individuals who are underrepresented but also by the creation of an Equality, Diversity and Inclusion team who work closely with each department to ensure that a fair approach is being taken along with training each line manager to ensure that each individual is treated differently in order to be treated the same. Thus, causing a steady decline in the grievances that were submitted.
Although profit is important to ensure a company's future, Abbey Morris (2020), highlights in the article ‘Boohoo is on the wrong side of history when it comes to business ethics’ that consumers have started to call for greater transparency and clarity for companies to show their ethical status, showing that organisations need to start to look at their ethical practices to be sustainable. With the CIPD’s 8 ethical lenses (2015), HR professionals can call on these to challenge unethical practices, for example the character, fairness and wellbeing of Boohoo‘s actions raise concerns and although they have profited their ethical practice has been brought into question. Organisations that have an established ethical practice can be seen to have an improved morale and decreases the risks from which unethical practices can arise, therefore increasing the relationships internally and externally resulting in better financial performances (Russell, 2021).
Although Boohoo profited in 2020 with the unethical practices being published, we have to consider whether this will continue. HR professionals have been placed in the heart of the business and businesses strategy and with the professional standards there is no place for HR professionals to not challenge the unethical practices. The public and the changing demographics are calling for a change, for organisational strategies they need to ensure that their ethical practices are at the focus and transparent to internal and external, an increase in ethics leads to an increase in recruitment, retention and happier workplace, excelling in efficiencies and effectiveness resulting in an increase in profits.
2.4 - A
Lewin’s three step model which was created back in 1951 has been considered as one of the most influential models for organisational development (Nursing Theory, 2020), however it has seen recent criticisms in that the modern era is in a state of constant and rapid change. 
The three phases of Lewin’s model are:
· Unfreeze, limiting resistance for a change by recognising that there is a need for change. 
· Movement, the development and changing the attitudes for the change 
· Refreezing, stabilising the change and reinforces the conditions. 
Bartunuck and Woodman (2015) highlighted that there is no flexibility in Lewin’s model, it does not allow for the unpredictable behaviours of individuals during change and does not consider that there may not be time for the change to refreeze before it unfreezes. 
Burnes on the other hand has been able to counteract these arguments of simplistic, no flexibility and old fashioned by showing that Lewin’s model is not only the basis for other models that have been developed since but that Lewin talks about this process as a journey not just a destination (Burnes, 2004). McKinsey’s 7’s is classed as similar to that of the Lewin but does add an additional layer to the change model by putting it through 7 particular areas and having the hard and soft elements to it (Jurevicius, 2021). Sokol showed that by using the two models together to allow their team to work through change management issues via a wider framework then just Lewin’s 3 (Harrison et al, 2021). 
South Wales Police, a public sector organisation, have recently gone through a HR restructure and although Lewin’s three steps would work well for restructures that had minimal changes and individual were on board with the changes, this was not what had happened. Staff were unsure on where they stood and how it would work in practicalities, by adding McKinsey’s 7’s the Senior Management could have responded to staff with specific examples of how roles would alter and where individuals would stand, this on top of the fact that the restructure took place during the pandemic and the unknown. 
Therefore, Lewin’s process may be critiqued as quaint and too simple for the dynamic and fast paced changes that the culture is currently facing but as exampled above Lewin’s theory is the foundation of many other models and by using it as a foundational basis alongside another model, it will allow for a concentrated and pragmatic approach that can incorporate change matching that of the modern era.
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