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Preface

With business environments being highly dynamic and constantly changing, chief 
human resources officers (CHROs) face difficult challenges in managing people. 
In fact, we are living in a particularly challenging time during which people have 
learned that no matter how much control they think they have over their lives, their 
environment, and their relationships, everything can change in an instant at the fancy 
of a virus that does not respect age, nationality, ancestry, intelligence, or skills. During 
the COVID-19 pandemic, people learned that the limitless power of science and 
technology was purely illusory in the face of an absolute and overwhelming force of 
nature that was almost no longer recognized. After all, the balance of forces between 
nature and science and technology was inevitably shaken and the certainties with 
which people built their lives were jeopardized by an unpredictable and constantly 
changing reality. Indeed, uncertainty is one of the biggest challenges we face today. 
Never before, as today, has people management been able to make such a difference 
in people’s future, both personally and professionally. CHROs need to decide where 
to focus their resources and attention and choose their action priorities.

This book provides a comprehensive overview of the new challenges of people 
management and provides guidance on how to handle these challenges. It includes 
sixteen chapters organized into three sections.

Section 1, “People Management in a VUCA World”, reflects on the way in which 
human resources can be managed in a context of volatility, uncertainty, complexity, 
and ambiguity (VUCA). This section includes seven chapters. Chapter 1 discusses 
the problem of leadership and its understanding in several theories, and studies of 
technological changes in organizations. Chapter 2 analyzes the factors contributing 
to staff turnover in the hotel industry and the subsequent impacts of staff turnover 
on productivity. Chapter 3 examines the current situation of human resources in 
Vietnam’s textile and garment industry. Chapter 4 discusses effective human resource 
development strategies during and post-crisis. Chapter 5 unpacks the work challenges 
organizations face in times of crisis and what it means for employee development 
in an African context. Chapter 6 highlights the idea that managing workplace skills 
development in South Africa is essential to ensuring that Black youth can obtain 
employment and contribute to and benefit from the economy. Finally, Chapter 7 
presents a range of learning methods and discusses the challenges of adapting several 
of these learning forms to match the needs of ever-changing organizations.

Section 2, “A Bright Future for People Management”, describes some trends in terms 
of good human resources practices and how these practices can make people more 
productive and promote sustainability. This section includes six chapters. Chapter 8 
highlights the importance of diversity management as a strategy to enhance sustainable 
businesses in the global economy. Chapter 9 sheds light on the new principles and 
techniques of business management of innovation and human capital within a widely 
connected world. Chapter 10 discusses the challenges managers face in modern and 



IV

flexible workplaces, reflecting on stressors that arise for employees when working in 
a multi-space environment and examining how employees bind to their workplace. 
Chapter 11 links the relationship between career development and value proposition 
in human resources management. Chapter 12 discusses performance management 
in South African municipalities and describes the relationship between municipal 
leadership, management, and staff in relation to the realities of the performance 
management system. Chapter 13 examines several issues related to the direction of 
development of information systems for human resources in terms of their applicability 
in the enterprises of the future (enterprises 5.0).

Section 3, “People Management for People Happiness”, discusses how to measure 
happiness at work and how happiness relates to productivity. This section includes 
three chapters. Chapter 14 discusses how the constructs of the happy-productive 
worker thesis (HPWT) can be operationalized. Chapter 15 contextualizes the dif-
ferent emotions felt by employees, as well as their involvement and performance in 
the context of small and medium-sized Portuguese companies. Finally, Chapter 16 
presents the conditions for managing humanely and opens the path to more sustainable, 
ethical, and qualitative people management and work organization.

From the strategic management of human resources to the pursuit of happiness at 
work, this book reflects on the bright future(s) of people management, illuminating 
trends and reflecting on potential risks as well as promising achievements.

Diana Dias
Lusófona University,

Porto, Portugal

Carla Magalhães
Lusófona University,

Porto, Portugal
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Chapter 1

Choice and Personality: Leadership 
in Turbulent Times on Way to New 
Vision of Organization
Evgeny Rudnev

Abstract

The chapter discusses the problem of leadership and its understanding in various 
theories, and studies of technological changes in organization. On the basis of longi-
tudinal case studies and applied analysis of HR practices, the changes in the personnel 
composition, products, and differences in the strategies of external communications 
with consumer of three Russian organizations—business school, consulting company, 
and dental clinic are investigated. It is shown that the strategy of reducing and hiring 
staff with inclusion in new social channels is the most effective. The image of new 
vision of organization and promising practices in managing people is described, 
taking into account the results obtained and the analysis of the history of business 
development, which are based on choice and development of both leader and staff in 
an informal structure and ability to self-renaissance of organization.

Keywords: human resource management, technological changes, choice, strategy of 
ambassadors, through career, self-renaissance, efficiency of organizations

1. Introduction

The real problems faced by the world in recent times such as the development of 
network forms of organization and the folding of international companies, depen-
dence on energy resources and their impact on pricing, falling incomes in a crisis and 
the supply of payment for rental of premises, protest movements and vandalism, and 
high level of inflation have become a political factor and an unstable situation.

The turbulence caused by the pandemic has led to new phenomena and an 
organization practices—from a stable team membership to a dynamic membership; 
clear borders to blurred borders; from inner focus to inner and outer; from one 
team to some teams; from individual people and machines to the unity of people 
and machines; from the organization as a context to a flexible context—hybridity; 
decontextual socialization and centrifugal forces [1].

In connection with it instability, uncertainty and fragility are pushing to search for 
new vision and views on the organization, to understand and disseminate new ideas 
in the management as an everyday practice.
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1.1  Leadership and organization in theories of engagement, mindfulness, identity, 
and highlight of technological changes

The modern interpretation of leadership is constructed on its existence as a phe-
nomenon based on the diversity of strategy for compatibility with the flexibility and 
volatility of the market, effective interaction, and collective desired real change [2].

It has been proven that in order to adapt to a new and rapidly changing environ-
ment, to remain competitive, organizations need change and co-leadership. Teams 
with shared leadership have less conflict, more consensus, and greater intra-group 
trust than teams without shared leadership [3].

Collaborative leadership is when team members share excellent knowledge and 
build behavior based on each other’s ideas, define a collective mission, create a favor-
able climate, comprehend and structure the team task, provide feedback, provide 
resources, and encourage team self-management and internal informal leadership [4], 
which encourages innovation.

In addition, the leaders of modern organizations operate in a situation of para-
doxes—inconsistencies and dynamics that provoke a conflict. In this regard, cognitive 
complexity is required, encouraging the exchange of opposing ideas, which causes 
understanding and promotes synergy—extracting value with creativity, not with 
anxiety, pushing yourself and others to question the existing order and search for new 
opportunities [5].

Simultaneously, in twenty-first century studies, leadership is a bidirectional 
action—distributed power structures and many people [6], and its analysis does not 
include the search for the most appropriate characteristics of the first person, but 
dyads, groups, and organizations. This is because leader effects often affect time and 
people, and looking back and looking forward are completely different processes.

However, the pronounced high formal leadership increases the importance of 
general leadership when the role of uncertainty is high [7]. At the same time, high 
role uncertainty enhances the indirect influence of the appointed formal leader on the 
team and innovation through overall leadership.

In this regard, at the stage of organizations’ transition to a hybrid model of the 
working environment, managers who are able to conduct personnel audits and 
competency assessments, as well as who are able to integrate IT into the daily work 
of the organization and various specialists in collaboration, are highly significant. 
Today, the job market is dominated by either digital transformation-oriented manag-
ers or people-oriented managers. Currently, there are very few leaders who are able to 
integrate digital processes into the practice of organizations and involve people in the 
use of information technology in the workplace. The future is theirs.

One of the key drivers of innovation is the recombination of ideas in new ways 
that solve some new problems [8]. In the post-pandemic period, the hybridization 
of the economy is a way out for organizations stabilizing, developing under condi-
tions of uncertainty, and new solutions to overcome the crisis. This will take place in 
different countries of the world regardless of cultural differences and will be based 
on the inventory of developments, technologies, and achievements.

In this connection, mindfulness becomes more meaningful in the future. On the 
one hand, it prevents inadequate reactions to subordinates, social threats, or stressful 
situations that arise in a crisis, and is important for creating a positive vision for the 
future [9], and leaders with a high level of its development affect the organization less 
destructively and more transformative. On the other hand, it determines the choice 
of personnel for future changes. In the twenty-first century, with the development of 
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information technology, e-Leadership is gaining more and more popularity. Virtual 
leaders use a variety of communication tools—email and voice mail for individual 
and group communication, as well as instant messaging and chats, and hands-free 
calls on smartphones in remote mode for group decision making. Ideally, project 
management for virtual teams involves institutional planning, regular meetings, and 
a well-defined communication process that all team members understand and follow 
for timely and effective communication. There are three types of behavior in virtual 
teams: virtual interaction, virtual socialization, and virtual communication skills 
[10]. Despite the fact that many people have experience using IT and various software 
in the workplace, building effective procedures and the feasibility of using informa-
tion technology in the daily work of companies with the simultaneous participation of 
several people are a challenge for organizations. This is because differences in experi-
ence and inclusion in processes using different software require digital socialization 
and cause cognitive dissonance. Software is used for virtual (monthly or weekly) 
staff meetings. This allows staff to share ideas with colleagues, define common goals, 
and create a sense of community and generate excitement. Principles have been 
developed that can be used in virtual leadership: trusting relationships with each team 
member—re-defining expectations, and then achieving results that meet or exceed 
these expectations; establishing a norm of “presence” so that team members perceive 
leadership—responsibility for creating a virtual presence; striving for the social-
emotional aspects of the team, personalization of interaction, a sense of connected-
ness between the leader and individual team members, a concerted effort to recognize 
individual achievements, a sincere expression of appreciation, team progress and 
accomplishment of assigned tasks, the leader’s personal responsibility for mistakes 
and transparency; looking for opportunities to promote a healthy team with every 
interaction—using coaching to develop and educate followers, regularly communicat-
ing with team members about the status of an issue or project—weekly emails with a 
report, a computer “chat room” to encourage group member interactions, and, when 
possible, face-to-face communication, efficiency discussions using videoconferenc-
ing, telephones, or personal data at regular intervals (weekly, biweekly, monthly); 
responsibility for setting communication standards and determining how communi-
cation tools are used (e.g., not just an acknowledgment of receipt of a message, but a 
quality response to e-mail); communication of contextual information electronically 
that is relevant to the problem under consideration (team members must distinguish 
between what is important and what cannot be); using technology tools to com-
municate in a timely manner to solve problems, provide feedback and recognition, 
and address performance issues; and sensitivity to improve conflict management 
(understand culture, group demographics, skill range, work intensity level, and team 
work time).

With the information technology development, there is research on the integration 
of IT and work processes. In particular, workplace controls or “reverse transparency” 
[11]. It is assumed that an individual should be able to control the collection, access, 
and further use of data about himself, as well as consent for decision making, in order 
to have a holistic view of organization and his\her daily tasks—to improve processes 
and work more self-organized and efficient. However, the proximity camera is 
unlikely to be a motivator or an effective monitoring tool. Rather, technology-enabled 
processes can be viewed from the perspective of operational management, account-
ability, and distribution of control in an organization and provide information about 
the inclusion of a person in technical processes at the hiring stage. Perhaps “reverse 
transparency” is more about business ethics, and ethical leadership with the results 
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of the work of followers is an affective and normative obligation regardless of cultural 
differences [12]. However, the future lies in the rise of high trust organizations, where 
people take action and exercise mutual control, can offer solutions to mistakes, and 
offer solutions and better ways to achieve results that are implemented “here and 
now”, and thus organizational effectiveness achieve.

Despite the fact that there are two different understandings of leadership in 
the world that define the distribution of power and the order of work in different 
ways—transformational leadership, explained by processes in the West (globaliza-
tion, democratization, complexity of the world) [13] and paternalistic type of 
management, dominant in Asian countries (goodwill, morality and authoritarian-
ism) [14], none of them can be considered more effective. In Western companies, 
effective management is associated with the creation and management of teams. 
Nevertheless, on the way to achieving results, teams tend to autonomy (develop their 
own slang, rules of conduct), and management’s attempts to delve into their work 
cause resistance from the staff, which makes it difficult to manage the organization. 
In addition, it is possible to use the resource of teams only if there is an excess of all 
types of resources—material and human. In a crisis, there are no resources, so strict 
authoritarian management becomes the most effective. A key weakness of the Asian 
(Chinese) model is cohesiveness, which is negatively associated with moral leadership 
and team effectiveness [15], and workers spend more time building internal connec-
tions, getting more information and help from team members, which does not rule 
out hiring more educated, more open, and cosmopolitan people in high-tech Asian 
companies. In recent years, management theory has changed its views on the problem 
of leadership as an alternative to the understanding of transactional and transphar-
macy concepts—servant leadership [16], distributed leadership [17], authentic 
leadership and followership [18], leadership and role modeling [19], neocharismatic 
leadership [20].

However, these theories are not related. Research on leader-follower dyads in 
North America and the United States showed that although there was evidence of 
differential association (performance of the subordinate on a role basis and ethics of 
the subordinate as assessed by the leader; virtuous leadership and happiness of the 
leader based on self-esteem; the relationship between happiness and life satisfaction 
as leaders, and followers in transformational leadership), many hypotheses remained 
unconfirmed [21].

There is likely to be more evidence in the future for the hypothesis that democratic 
leadership should produce more “leadership” organizations [22].

2.  Human resources management case studies: methodology and research 
results

2.1 Sample and methods

Three companies were studied—business school, consulting company, and dental 
clinic—leaders in their market segment. Companies are selected on the basis of public 
ratings, recognition of professional communities, the number of clients served. The 
choice was based on the number of employees—up to one hundred people, which 
allows comparative research between two companies providing similar services, as 
well as comparing personnel management strategies with an organization from a 
different professional field. As the third organization for comparison, a dental clinic 
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with the history of 8 years, a staff of up to 15 people and a constantly developing one, 
was chosen.

Longitudinal observation was made of changes in personnel, products, and exter-
nal communication strategies. Changes in the period before the pandemic, during the 
pandemic, and after the pandemic were recorded and analyzed using the standard 
case study method.

Changes in the quantity and quality of the staff were recorded every 6 months 
based on open information on the company’s websites. The role repertoire and 
competencies of the personnel were fixed—responsibility, as well as changes in a 
career—movement and dismissal from the company personally for each person.

The age, gender of hired employees, connection with the emergence of new 
products, people’s involvement in external communications, and interaction with 
customers were analyzed. Waves of changes were also recorded—the points of 
company development is associated with an renewal of personnel in the organization, 
on the basis of which conclusions were drawn about organizational problems and the 
position of company in market, management decisions, and the reasons for which 
they could be taken.

The nature of information on products and the ways of its presentation in time 
were studied—representation on the company’s website, professional exhibitions, 
social networks, frequency of appearance in the media with professional publications, 
or articles-consultations. The information obtained was compared with each other.

2.2 Results and discussion

For 15 years, the business school has seen the change in staff, but it was mainly 
associated with the search for specialists with the highest quality teaching and 
new emerging topics as well as the development of a specific teaching model 
that included scientists, practicing scientists, and business professionals without 
scientific degree. Separate specialists were hired to create new programs, which is 
associated with consumer dissatisfaction with the programs and the creation of new 
products that correspond to time. During the pandemic and after the pandemic, the 
number of young male professionals teaching technical and networking disciplines 
has increased, that is, associated with the development and wider dissemination of 
information technology, while the young female professionals hired are more related 
to human relations and control in organizations.

Furthermore, a small proportion of young professionals quit due to mismatch of 
expectations with the career trajectory offered by the organization. Despite staff turn-
over of more than 15% over the past 5 years, overall the business school is seeing staff 
aging. This is due to the specifics of management—a combination of state institution 
management, salaries, and tuition fees for public money, with the management of a 
commercial organization and the client fully pays for his studies at business school.

Unlike the business school, consulting company and dental clinic were set up as a 
small group.

Over the 15 years of its existence, consulting company has gone through three 
waves of personnel changes. The second wave is the expansion of the organization 
with new experts, the introduction of the position of director of customer service, 
and an employee responsible for conducting an external competition to determine the 
best business training practices. During the pandemic and after, several new special-
ists appeared in the organization. Moreover, the pandemic has led to the dismissal of 
key employees behind the creation of the company.
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At the same time, a small number of young professionals have changed positions, 
either related to the direct mission of the organization or related to gaining new expe-
rience. While the number of people in the department working with clients increased 
and the department stood out as a separate unit, all other employees had the status of 
experts and trainers. Thus, at the stage of transition to the pandemic period, consult-
ing company experienced an expansion in the number of personnel, followed by a 
contraction.

It is known that one of the options for business development is staff reduction. But 
cost cutting without strategic decisions is not effective [23].

One of the options for a strategic solution is the replacement of personnel for 
new tasks. Annie Mckee noted that the key to success in modern companies is smart 
people, learning and leadership oriented, motivated, and engaged, and for this com-
panies need a common vision of individual needs and an atmosphere of enthusiasm, 
passion for learning, hope, respect, caring for others, honesty, and accountability. In 
these companies, people do not talk about empowerment; they do it—learn, unite, 
and win together [24].

Changes in personnel turnover were also observed in dental clinic. During the 
pandemic, due to a decline in consumption and the impossibility of deferring rent 
payments, dental clinic abandoned one of the offices. Key specialists have been 
replaced by new ones with more prestigious education and younger age, as well as 
different specializations. This group formed the new core of company. The assistants 
and the staff implementing the main mission of the organization retained their posi-
tions. One member of rank and file entered the new core.

With the change in the qualitative composition of the staff at the business school, 
new programs appeared, and the site posted interviews with the leader in prestigious 
publications, both on an external order and on their own initiative. Business school 
demonstrated international accreditations and leading positions in domestic rank-
ings, strengthening its positions, while consulting company and dental clinic pro-
moted services and communicated more through specialized exhibitions.

Over time, consulting company retained this strategy of communication with a 
client, but began to package and present products on the site more and came out with 
a larger offer by the end of the pandemic, while dental clinic used social networks 
more actively during the pandemic and post-pandemic period. At the same time, with 
change in staff, more expensive services appeared in dental clinic. However, while 
business school was more about international recognition and network of partners as 
a competitive advantage, dental clinic was shaping a new face.

But if business school retained the number of clients, then dental clinic increased 
their number, changing the range and quality of services, which made possible to hire 
several more highly qualified specialists in the post-pandemic period, which may lead 
to creation of a network of clinics in future.

To be considered a reliable cooperation partner, a company must have a “face” 
that identifies it as such [25]. In the twenty-first century, the channels of interaction 
with the client are changing. It is known that organizational effectiveness is associ-
ated with the type of culture, and cultural norms are associated with the type of 
leadership [26].

In contrast to business school and consulting company, a new norm of behavior 
was adopted at the stage of personnel change, when, along with the usual profes-
sional role, medical specialists were required to provide services in social networks. 
Thus, instead of usual narrow role of the performer, employees were required to have 
social skills as a representative of company, which increased openness, allowed the 
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promotion of additional services, and strengthened the status of a medical organiza-
tion in market that cares about smile of customers. Thus, social networks are replac-
ing the usual advertising and public relations.

In this regard, the usual role culture is being replaced by a culture where employ-
ees act as ambassadors of the organization in which they work. Together with the 
leader in his profile or a special channel, employees demonstrate in shifts the services 
or goods that they develop or create market value—demonstrating to the consumer 
the quality, competitive advantages, attitude toward work and the client, the work 
process, and results—are creating the face of the organization. This approach is based 
on a collective identity that facilitates the process of joint leadership, and leaders cre-
ate alliances using knowledge across borders and activities. On the one hand, a strong 
collective identity facilitates the process of social construction, underpins leadership 
in complexity, and encourages coordinating exchanges among group members. This 
leads to a more adaptable organization by adjusting the organizational culture accord-
ing to changes in the dynamic system [27]. It can also be a recruiting tool, as potential 
employees of the organization can observe the process and values demonstrated by 
employees in behavior through social channels. Thus, the recruitment process is also 
changing. Previously, potential employees could learn about the company from the 
site, in informal communication, as a client. Now, they can watch their future work-
place in real time.

Thereby, the combination of staff reduction strategy with change in personnel 
policy and communication channels had a greater effect in dental clinic. The strategy 
of reducing staff with replacement by new experts in consulting company cannot 
be considered erroneous. However, the transition from a key account manager to 
the creation of department and an increase in the number of client managers with a 
change in number of experts and strategy for increasing the number of products did 
not indicate the development of company, but rather miscalculations in working with 
clients. However, the strategy of the business school rather indicates its flourishing. 
But, in the long term, the aging of company and the continued trend of young staff 
turnover may lead to the loss of its position in market. The success strategies of dental 
clinic compared to consulting company and business school can also be associated 
with the number of staff—its greater dynamics and involvement of staff in new social 
channels of interaction with the client.

Thus, a comparison of the behavior of leaders and HR practices allows to draw 
conclusions about a dynamic strategy in managing people in turbulent time and 
shows that the strategy of dismissing personnel with the involvement and focusing on 
the strategy of ambassadors are more productive in a crisis and changing channels of 
interaction compared to a role-based culture.

3. New vision of organization

Leadership in turbulent times is about creating networks of connections, where 
the choice of partners affects not only the company’s income, but also influences 
the distribution of power and the creation of new connections in organization and 
at the same time becomes the basis for new experience for leader of organization. 
An analysis of business development history shows that at the dawn of its formation 
mono enterprises with a limited circle of partnerships dominated. As the level of 
uncertainty increased, organizations acquired the image of holding companies con-
sisting of different types of business or organizations focused on different categories 
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of customers, where a lack or failure in one type of business was compensated by the 
income of another type of business, or a customized product. Over time, to increase 
business profitability, network forms began to develop, close to the social organiza-
tion in India—with nodes in the center and links to smaller nodes on the periphery, 
as well as multinational companies. Moreover, violations in logistics supplies lead 
to instability in this form of business organization. With an even greater degree of 
uncertainty, business began to acquire a more flexible type of organization—an 
ecosystem. This type of organization for existence is trying to cover an increasing 
number of businesses. The main risk in creating a flexible structure is that in fact it 
may turn out to be a rigid structure for the distribution of limited resources between 
management, loyal staff, and scarce resources for new blood supplying new ideas to 
enrich the ruling elite. In addition, the biological approach to understanding social 
systems erases all previous knowledge associated with understanding human behav-
ior in the workplace with motives, interests, and needs. The simplest example of an 
ecosystem is mosquitoes-frogs-herons, where the violation of the ecological balance 
leads to disruption of system. Today, it is impossible to consider organizations as 
systems where some people eat other people. Leadership that lacks ethical behavior 
can be dangerous, destructive, and even toxic [28] and leaders can take action to 
establish ethical standards within organizations not only through the development 
of formal documents on ethical behavior, but also demonstrate ethical leadership in 
daily behavior, decisions, and actions, caring for the overall results. Research shows 
that psychological empowerment partially mediates the effect of job characteristics 
on affective commitment, and leadership complexity moderates the effect on job 
characteristics, while empowerment on affective commitment [29].

One of the strategies for personnel selecting for the highly intelligent types of 
business and medicine in the future is a review of documents or a list of training 
events. At the same time, it is not so much the documents and the list that are impor-
tant, but the direction of professional development. Based on the analysis of the 
content of training, one can understand both the ambitions and motivation, and the 
professional level of a potential employee. The surplus of professionals with various 
combinations of advanced training or participation in continuing education programs 
makes it possible to form groups to solve new problems in the organization. This 
approach to personnel selection requires discernment, that is, the ability to not only 
see the value of an employee to the organization, but how, with his\her participation 
in the processes, the organization will gain competitive advantages and become more 
profitable compared to other organizations in the industry. This approach is based 
on the fact that leaders throughout the history of the organization are able to take its 
development to a new level and create a new image—with a new quality of services 
and new interaction with the client—to receive benefits—to save time and resources.

According to various studies, people capable of leadership are no more than 5% 
of the total population. They are called self-actualized [30] or passionate [31]. These 
are people who make revolutions in history, science, and business—lead to new goals, 
make discoveries, and create new products. And they are the ones who create new 
jobs. In the twenty-first century, the psychology of the staff is changing. A through 
career is becoming more and more common, when the next round of the economic 
crisis leads to a redistribution of people between organizations and gaining new 
experience, realizing potential and abilities—personnel circulation. For leadership, as 
for broader concepts of career and life stages, transitions are critical [32]. People learn 
from experience and learn different things from the same experience, and previous 
experience influences what can be learned from current experience. Nevertheless, 
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how deep learning becomes in different cases depends on the learning person. This 
experience serves as the basis for development and is explained by the readiness for 
change in one organization and the rejection of change in another. However, leader-
ship experience differs from personal experience in that leaders need to understand 
and correct cognitive and behavioral responses to uncertainty and stress in a crisis, 
to have more effective responses. In this regard, the experience of collective thinking 
in teams and organizations [33] is useful for top management—indirect learning, 
simulations with an unusually high level of ambiguity, and requiring creative problem 
solving, as well as experience in interpersonal communication learning.

On the other hand, in conditions of uncertainty and overcoming the crisis, the 
leaders of organizations act as social entrepreneurs and responsible leaders: they 
initiate social innovation, for example, change social channels of interaction with the 
client, take the role of a change producer in the organization, use vision, influence 
and creativity to promote their ideas, and receive support [34]. In this case, leadership 
with a noticeable influence has an impact on the creation of a new organizational 
culture, as well as material results, thus capitalizing their knowledge. In addition, 
leaders who seek specific help use the tactic of asking for further development 
under a reasonable future commitment. Followers who are responsible for receiving 
assistance earn “chips,” future benefits—a positive assessment of performance and 
increased career opportunities [35].

This is also due to the fact that the leader’s active contribution to the development 
of social implementation includes the social climate, in that autonomy, social support, 
and feedback exchange cover, and the thoroughness of the performance of employ-
ees. However, a shared identity with high visual scoring can reduce organizational 
performance despite high levels of employee engagement—disabling innovation and 
creativity. Thus, it is necessary to take into account the diversity of social affiliation in 
the organization [36].

The idea of champions [34] has been discussed previously. It appears to be rel-
evant in project-oriented adhocracy cultures as well as in organizations with high 
levels of autonomy in the workplace. Moreover, in the twenty-first century, the idea of 
breaking down bureaucratic barriers that impede the development of human poten-
tial is becoming more important, as organizations have their own set of rules and 
organizational context. The organization of the future is rather a community with 
strong horizontal ties and a pronounced informal structure, where it is not so much 
the status that counts, but the ability, rather than an organization where a person 
needs to collect the signatures of six bosses to perform an action or his\her human 
capital is exploited. One of motivators in the organization of future is more likely the 
product or service itself, the creation or support that works and realize the abilities 
in the workplace, and potential employees choose what the company offers them, 
consistent with their personal values and beliefs, and what kind of experience they 
purchase in this case.

On the other hand, the impact of the external environment becomes a test of 
loyalty and devotion. Among the reasons why people leave organizations—manage-
ment style, lack of recognition of merit (identified by F. Herzberg in the twentieth 
century), two new ones are added in the twenty-first century—fatigue caused by 
technological stress, and the impossibility of potential realizing. As a result, the way 
out for a person is a change in the working environment, and organizations offer 
special conditions—trips abroad, a wider range of social contacts, payment for dental 
services, and other privileges that create competitive advantages of the workplace and 
attract certain workers categories. Organizations creating with such privileges and 
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norms that allow a person to express himself is one of the tasks of HR service, since 
the resources of traditional methods have been exhausted. In this regard, not so much 
social intelligence and communication, which ensure success in business, come to the 
fore as much as the leader’s choice of his\her staff, the company’s staff for work, solu-
tions for improving productivity, changing the strategy of working with personnel, 
partners for inclusion in business networks.

Thus, choice becomes a key skill of leadership in the twenty-first century—main-
taining connections and strategic partnerships, as it determines the sustainability 
of a business—a self-renaissance organization based on insightful leadership, the 
potential and abilities of people and information technologies that allow connections 
building in real time—leader in the workplace and remote workers, workers in the 
workplace and remote leader, face-to-face and remote communication of groups led 
by a leader, solving one or more tasks, several people at a distance, several people and 
a leader at the workplace, several people and a leader in removal, and several people at 
the workplace.

In this regard, in the twenty-first century, organizations will become increasingly 
important, where an increasing number of people realize their potential and abilities; 
that is, healthy organizations will arise based on horizontal connections and informal 
communication—the informal structure of the organization. On the one hand, this 
will reduce the time for making managerial decisions, and on the other hand, it will 
become a preventive measure in the prevention of heart attacks, strokes, and cancer.

4. Conclusion

In the post-pandemic period, the importance of clarity and the involvement of 
people in organizational processes using information technologies and tools are 
increasing, which will subsequently lead to a new culture and demand for special-
ists focused on both people and IT. Moreover, the future lies in the rise of high trust 
organizations, where people take action and exercise mutual control, and organiza-
tional effectiveness achieve. An applied analysis of HR practices showed that during 
the transition period, the strategy of dismissal of staff and hiring with a change in the 
channels of interaction with customers are quite effective. For the first time, using 
longitudinal case studies, the study shows that when studying personnel management 
strategies, it is important to study how changes in the qualitative composition of an 
organization affect the quality of its work.

In other words, to understand the change of strategies based on the analysis of 
changes in the qualitative change in personnel, changes in products and services, 
as well as changes in communication channels with the client. Thus, a step has 
been taken toward studying the HR strategy during the crisis period based on the 
behavioral analysis of the leaders of organizations. The choice determines both 
the development of personnel, as a result of which employees build a cross-cutting 
career and gain new social experience, and leaders who create new products and 
networks of partners or customers. The vitality of an organization in the twenty-
first century becomes dependent on its ability to self-renaissance—reaching a new 
level, realizing the potential of employees in an informal structure and thus, a 
health of workers.

The three compared companies results described can be used to compare with the 
changes taking place in relevant professional areas in other countries and to design a 
human resource management strategy to improve the efficiency of organizations.
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Abstract

The purpose of this chapter is to analyze the factors that are contributing to staff 
turnover in the hotel industry. Staff turnover rate usually affects an organization’s 
performance, productivity and profitability, and can contribute to the loss of assets 
and resources. This sector of the hospitality and tourism economy was selected for the 
study as it is deemed to be very demanding and oftentimes overwhelming. In general, 
the sector is believed to be very stressful especially since the employees have to deal 
with satisfying the needs and wants of customers and uncertain working conditions. 
Literature review was used as the methodology for ascertaining the factors that are 
contributing to staff turnover in hotels. From this review, the chapter identifies that 
these are both push and pull factors. Push factors are dissatisfactions with the cur-
rent job which cause employees to seek alternative employment and pull factors are 
the reasons that attract employees to a new workplace. The chapter concludes that it 
is important for hotel managers to establish an employee-centric environment with 
deliberate and effective workplace practices to retain employees. The findings of 
this study will be very useful in advancing the literature as well as informing hotel 
practitioners.

Keywords: staff turnover, hotel industry, staff retention, productivity, hygiene factors, 
employee-centric environment

1. Introduction

The global economy in the 21st century is driven by three major industries; tech-
nology, telecommunication and tourism [1]. Tourism is one of the world’s largest and 
rapidly growing industries [2] and the hospitality industry is a major segment of this 
global economy [3]. Tourism and in particular, the hospitality industry and sectors are 
centred on service and according to O’Cass and Sok [4], the employees who are the 
providers of the service are essential to the overall success of tourism. However, the 
turnover of employees within this global economic activity is a concern.
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Staff turnover is defined as the number of workers who leave an organization and 
are replaced or rotated with new employees [5]. Zhang [6] further explains that staff 
turnover refers to the number of persons who voluntarily or involuntarily leave an 
organization within a specific period. It has been well documented that the level of 
turnover or in other words the staff turnover rate usually has an impact on organiza-
tions. It can in fact contribute to the loss of a company’s assets and resources [7].

Ronra and Chaisawat [8] postulate that turnover is one of the key issues in the 
world’s hospitality industry. Narkhede, [9] advances the discourse by stating that staff 
turnover in the hospitality industry is having an effect on performance, productivity, 
and profitability. In fact, the turnover rate in the hospitality industry usually averages 
around 20 to 300 percent annually [10]. It is posited that employee turnover in the 
hospitality industry is triggered by dissatisfaction, which includes relationships with 
supervisors, working conditions, work schedules, workload, job content, and salary 
and benefits [9].

Yazinski [11] posits that staff turnover rate in the industry can be broadly divided 
into three groups; external factors (e.g. perception of both employment and unem-
ployment rate, and presence of trade union), internal factors (e.g. tenure, educa-
tion, and gender) and thirdly, work-related factors (e.g. wage, job satisfaction and 
organizational commitment). Other contributing factors could be narrowed down to 
employees’ expectations of the job, the discrepancy between the job and person, not 
enough coaching and feedback, minimal growth and career opportunities, stress from 
being overworked, poor working conditions and job status, whether the individual 
is fully employed, contracted or seasonally employed [12]. This justifies the claim by 
Chalkiti and Sigala [13] that there are a plethora of reasons leading to staff turnover 
in the hospitality industry. It is pointed out that the industry is a very complex one 
to steer due to its various sub-industries or sectors [14]. In addition, the working 
environment can be very stressful and overbearing to the staff who have to deal with 
satisfying the needs and wants of customers as well as dealing with uncertain work-
ing conditions [15]. It is therefore imperative to identify the factors that impede staff 
retention in the industry and subsequently cause staff turnover.

This chapter focuses on staff turnover in the hospitality industry but specific to 
the hotel category which according to Slattery [16] is one of the free standing hospi-
tality businesses. For the purpose of this study, the term hotel industry will be used 
throughout the chapter to describe the hotel business which according to Roa and 
Sahu [17], provides accommodation, meals and other types of services to guests. The 
hotel industry is chosen for this deductive analysis because it is reported to be a major 
challenge in this hospitality business [18]. This matter is of great concern in many 
countries such as in the United Kingdom and Australia [18] as well as small develop-
ing island states such as Jamaica [19]. Furthermore, turnover rate in the hotel industry 
is a worldwide endemic as it is not country-specific [20].

The importance of staffing issues in the hotel industry is driven by the fact that 
it is service-oriented and highly dependent on the employees [18]. There are several 
challenges that are encountered when working in the hotel industry to include hard 
deadlines, long working hours, unexpected interactions with guests and high emotional 
demands that are accompanied by poor working conditions and low wages [21]. Further 
study on staff turnover in the hotel industry is imperative in advancing the literature 
on the matter and informing hotel practitioners of workable and feasible practices to 
achieve staff retention. According to Davis [22] employee retention is important to the 
economic advancement of an organization. Replacing employees in the hotel industry 
can be very costly and is an unhelpful expense due to the fact that it can result in loss 
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of productivity particularly because employers have to train new employees [23]. It is 
therefore essential that managers seek to grasp a better understanding of staff reten-
tion in the hotel industry [22]. Likewise, managers and leaders should strengthen and 
improve the factors that stimulate employees to stay at the hotel. Having knowledge 
of these factors; organisational and personal, and instituting appropriate strategies to 
appreciate employees and stimulate them have the propensity to retain their engage-
ment with the workplace [24] as well as increase their abilities to improve productivity 
[22]. The purpose of this chapter, therefore, is to analyze the factors contributing to 
staff turnover in the hotel industry and the subsequent impacts of staff turnover on 
productivity. The chapter will also propose some strategies that can be implemented by 
managers to reduce staff turnover in hotels. A review of extant literature will be used 
as the methodology. This is a plausible approach as according to Xiao and Watson [25], 
literature review establishes the foundation of academic enquiries.

2. Literature review

This review of the literature highlights the factors contributing to staff turnover in 
the hotel industry as well as the subsequent impact on productivity. This section will 
also present some strategies to mitigate staff turnover in hotels.

2.1 Factors contributing to staff turnover in the hotel industry

Hotels typically regard high turnover as part of the work-group norm and 
employees tend to believe that they are entering jobs with limited career develop-
ment opportunities [26]. Aside from the three groups of staff turnover posited by 
Yazinski [11]; external factors, internal factors and work-related factors, Faz et al., 
[14] propose that the main contributing factors of staff turnover in the hotel industry 
are categorized into two subgroups; push factors and pull factors. Push factors are 
dissatisfactions with the current job and employees then seek alternative employment 
[27]. Pull factors are those reasons that attract employees to a new workplace [8] The 
literature will focus on these two categories as indicated in Table 1.

The following information will expand on the factors:

2.2 Push factors contributing to staff turnover in hotels

2.2.1 Poor relationship

Poor relationships are deemed to be the main factor of high staff turnover in 
the hotel industry [14]. This matter is of significant importance as relationships are 
discerned as a direct element of an employee’s intention to stay at an organization. 

Push Factors Pull Factors

Poor relationship
Lack of growth opportunities
Job insecurity
Limited amount of interaction among staff

Career advancements
Job satisfaction
Higher salaries
Benefits and rewards

Table 1. 
Factors contributing to staff turnover in hotels.
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This is supported by Musa et al., [28] that poor relationships with management and 
colleagues can result in staff turnover in hotels. In a diverse work setting like the hotel 
environment where persons travel across the world with the need for accommodation, 
it is pertinent that employees develop a healthy working relationship as this can be the 
make or break point for the business [14]. Any strained relationship and discomfort 
at work can encourage a dissatisfied employee to seek alternative employment in 
another organization [14].

Employers should show interest in employees’ growth so that they create a sur-
rounding where the employees will be enthusiastic and one that will motivate them to 
remain employed at the organization [14]. It is found that there is a strong dissatisfac-
tion with limited growth opportunities in hotels [29]. The fairness of the promotion 
process is of significant concern for hotel employees and this can negatively impact 
employee productivity [30] as well as deter prospective employees [31].

From a gender perspective, it is posited that men tend to have more access to 
career opportunities than their counterpart [32]. It is also postulated that if women 
believe that they are unable to move up the ranks in the hotel, then they may leave 
the organization [33] and this can also impact productivity. Narkhede [9] empha-
sized that the lack of opportunity for growth in the hotel industry for staff members 
in their present role is the primary rationale for seeking employment in another 
organization.

2.2.2 Job insecurity

Etehadi and Karatepe [34] define job insecurity as an employee’s concern regard-
ing the stability of their job at an organization. Job insecurity is identified as one of 
the main contributors to staff turnover [35]. Employees normally feel threatened 
about their jobs when there is a lack of communication within the organization, 
particularly during seasonality periods [35]. Akbiyik [36] shares a similar view which 
suggests that if a hotel decides to reduce the size of its staff based on the uncertainty 
of its occupancy without informing their employees ahead of time, then this can cre-
ate a level of mistrust that can lead to high turnover rates.

Job insecurity is crucial because of work-related stress as it activates several emo-
tional reactions among staff members [34]. They further explain that job insecurity 
can initiate deceitful employees, demotivated staff, decreased productivity as a result 
of staff demotivation, reduction in employees’ emotional wellbeing while on the job, 
and low job satisfaction that can eventually lead to burnout. Akbiyik [36] adds that 
job insecurity in the hotel industry influences absenteeism among employees as they 
are under the impression that they can lose their job at any time. Once an employee 
displays high rates of absenteeism then the employer will be forced to terminate 
the staff member for poor work performance which ultimately contributes to staff 
turnover within the hotel industry [36].

2.2.3 Limited amount of interaction among staff in the hotel

Employee engagement helps to cement organizational culture that promotes unity 
within the organization [37]. When employees see that there is a positive magnitude 
of organizational interaction within the business, they are more propelled to display a 
higher level of interest [38]. Minimal employee interaction could lead to high turn-
over rates because employees tend to be uninformed of what is taking place within the 
organization [37].
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Kuria et al., [20] highlight that low interaction in the hotel industry can be devel-
oped from inadequate transparency among employers and employees or staff and 
staff. They further indicate that it is a crucial factor for interaction among employees 
because it helps to influence their decision as to whether they want to stay at the hotel 
and further their career or leave the organization to seek more suitable develop-
ment. Fathy [37] posits that a lack of motivation and interaction from an early stage 
between employers and employees is one of the key factors that lead to staff turnover 
in the hotel industry. This is because employers failed to develop a strong interaction 
relationship between employees and as such they are not driven to grow as one within 
the organization.

2.3 Pull factors contributing to staff turnover in hotels

2.3.1 Career advancement

According to Chalkiti & Sigala [13], one of the main factors that lead to high staff 
turnover rate in several different industries is the lack of career advancement. There 
is no difference with the hotel industry as McGinley et al. [39] assert that career 
advancement opportunities in the hotel industry are a conspicuous concern. The 
opportunity for career development encourages job satisfaction, ensures that employ-
ees are successful and enhances their employability (Jugan [40]. If employers do not 
provide employees with these opportunities there is a high propensity that this will 
result in great staff turnover [41].

Faz et al., [14], however, caution that the hotel industry is a severely high labour 
intensive sector that creates numerous competitions between staff members, which 
decreases the possibilities for career development for other staff members. It is also 
found that when employees enter the hotel industry they view their employment 
as short-term and are often of the belief that it is a temporary job opportunity. 
Subsequently, they are hopeless of any advancement [42]. However, Mwilu [43] on 
the other hand explains that people seek employment locally and internationally in 
the hotel industry because of the perceived employment opportunities. Mwilu [43] 
concludes that people will gravitate more to organizations where they will gain more 
benefits, thus, the urge of leaving the current organization is very high. Another 
important point as explained by Narkhede [9] is that, if employees feel that an entity 
is not fully invested in their career advancement, they will not display any interest in 
the business development. This is with the view that their efforts will be preoccupied 
to seek opportunities for growth elsewhere.

2.3.2 Job satisfaction

Rok & Mulej [44] note that job satisfaction is a delightful and positive state of 
an individual’s career advancement which results from a person’s job or experience 
at work. Albattat & Som [12] add that job satisfaction will influence an employee’s 
decision as to whether or not they are to leave their job. Hence, it is likely that job 
satisfaction will have an impact on employee turnover rates [12].

Several studies have been conducted regarding the relationship between work-
related variables and job satisfaction which will ultimately result in employee turn-
over. For example, a study by Zopiatis et al., [42] in Cyprus highlights that there is a 
negative relationship between organizational commitment and job satisfaction and 
this can result in turnover intention.



People Management - Highlighting Futures

22

Davis [22] believes that job satisfaction concentrates mostly on Herzberg’s Hygiene 
Factors. These factors are elements that are correlated to a job that may or may not 
create satisfaction for employees [45]. The Hygiene Factors take into consideration 
the environment in which employees do their job and enhance the satisfaction and 
commitment of the employees. This is supported by Holston-Okae [46] who contends 
that organizational leaders should meet their employees’ hygiene factors to avoid 
dissatisfactions. This may not immediately lead to job satisfaction or motivation but is 
a stepping stone.

2.3.3 Higher salaries

Mwilu [43] highlights higher payment packages and technical challenges as pull 
factors that captivate employees. Dwesini [47] concludes that compensation and 
rewards are factors that could influence staff turnover in the industry. AlBatta and 
Som [12] further emphasize that unsatisfactory salaries among intolerant working 
conditions and poor training could lead to staff turnover. Whenever employers fail 
to provide employees with favorable salaries, wages or even service charges that are 
linked to their job function, it is likely to contribute to job turnover. This is supported 
by [20] who conclude that if organizations do not compensate their workers benefi-
cially it is possible they may encounter high levels of staff turnover by way of the staff 
leaving for alternate jobs that are higher paying.

2.3.4 Benefits and rewards

Reward systems entail various policies and procedures that are arranged and 
governed like one [40]. Whenever employees are rewarded it gives them a sense of 
belonging and makes them feel appreciated by relevant authorities [40]. Rewarding 
employees allows them to have a better relationship with the organization [48]. This 
is supported by Jehanzeb et al., [49] who indicate that rewards play a critical role 
in the retention of employees; it makes them feel wanted and motivates them to 
continue doing an excellent job. Sageer et al., [50] believes that employees should be 
rewarded appropriately for their contribution. Rewards are a stepping stone to job 
satisfaction which leads to a greater probability of the employees remaining within 
the organization. Jugan [40] suggests that organizations must focus on the extent to 
which rewards contribute to employee motivation and engagement with the organiza-
tion and that the factors which determine this degree should be understood. Happy 
employees represent the organization in the public sphere [50].

Jehanzeb et al., [49] state that rewards have a lasting impression on employees as 
it communicates how much they are valued within the organization. A survey carried 
out in hotels in Kisii, Kenya concludes that the lack of fringe benefits encourages per-
sons to leave the organization and this increases the rate of employee turnover [41]. 
This suggests that whenever an employer is not offering benefits such as sick leave, 
and education and retirement facilities to the employees, it will result in an increase in 
the rate of staff turnover [41].

2.4 Impacts of staff turnover on productivity

Productivity refers to how effectively and efficiently goods and tasks are carried 
out. It is further explained as the efficiency in production and is simply measured by 
the amount of output obtained from a given set of inputs [51]. According to Haenisch 
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[52], productivity in the workplace is detrimental to the success of every organiza-
tion. Ugoani [53] shares a similar view whilst focusing on the aspect of manpower 
and determining that employee productivity is a critical factor for the organization to 
survive financially. Consequently, employers must put specific measures in place for 
employee performance as it is vital to the success of their business [54]. They should 
strengthen the work environment to improve employees’ performance and productiv-
ity as this will ultimately lead to higher profits as well as customer satisfaction and 
retention [50].

Productivity is used to determine the level of performance of an organization and 
that decreases with high employee turnover [53]. This was underscored in a study 
conducted by Ahmad and Scott [18] to determine the issues in managing staff in the 
front office department. The results were obtained through interviews with managers 
which showed that staff turnover results in a shortage of staff which causes difficulty 
in delivering excellent service. The respondents further elaborated that insufficient 
staff resulted in limited time to interact with staff or complete tasks effectively. These 
findings reinforce the claim by Siddiqui [54] that the success of a company is ulti-
mately dependent on employees.

Additionally, time must be allocated to train new employees. Fathy [37] elaborates 
that when hotels replace experienced staff with inexperienced employees, it disrupts 
the flow of production as time must be allocated on schedules to train the staff on 
how to properly carry out services and tasks. This also interrupts the time that should 
be spent catering to the requirements of the guests and this may lead to dissatisfied 
customers and thus, a decrease in customer retention and ultimately reduced profit-
ability. Hinkin, and Tracey [55] conclude that the hiring and training processes are 
costs that are associated with turnover.

The hotel industry is service-oriented, therefore, the productivity of the business 
as it relates to output is measured by the service received by guests. The quality of 
service conveyed to the guest is a competitive tool and since employees are the ones 
that deliver the service, it is imperative that they are satisfied and motivated [56]. This 
is even more important due to the characteristic of service. Service is simultaneous as 
it is created and consumed at the same time. By way of being perishable, productiv-
ity is determined by the number of rooms occupied on a daily basis with the role of 
the hotel staff being very integral to this matter. For example, the functions of the 
housekeeping staff or room attendant are critical to the profitability of the hotel [57]. 
The level of service provided is an indication of guests’ satisfaction and whether or 
not they will stay as well as return the next time.

Using data from 527 hotels within the same chain, Hesford et al., [58] examine 
how housekeepers and front desk attendants impact revenue and productivity 
through customer satisfaction. The findings reveal that the tasks carried out by the 
housekeepers and front desk attendants have significant effect on guest experience. 
Additional findings reveal that the majority of customer in the budget hotel segment 
complained about the cleanliness of the rooms. This is the direct responsibility of the 
housekeeping staff. Poor hospitality and service was also found to be a frequent driver 
of complaints. This generally refers to guest interactions with the front desk staff. 
The results indicate that turnover in both positions negatively impacts the customer’s 
experience and satisfaction, and these are some of the main determinants of produc-
tivity among hotels.

Notably, hospitality service operations evolve around branded and standard-
ized offerings to customers, therefore, consistent employee performance is a very 
important element of business strategy [59]. In addition, high staff turnover will 
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lead to higher complaints because of the time it takes to train new employees 
as well as the loss of key employees. Customer satisfaction, therefore, becomes 
synonymous with productivity levels in hotels [60]. Hence, if staff turnover is 
frequent and high, it will disrupt the quality of service [61]. In support, Singh  
and Amandeep [56] conclude that staff turnover harms the steadiness in the 
standardization of hotel services.

Moreover, the service will be further impacted as new employees will require time to 
become as efficient as the previous ones. This was supported by Faz et al., [14] who articu-
late that a new employee can take up to two years to accomplish the same level of produc-
tivity as the previous staff since they have to become knowledgeable of all the necessary 
skills required to complete their tasks. In addition, the loss of key employees can result in 
a reduction in both the quality of the service provided and the experience attained by the 
guest as well as productivity [62]. From a financial perspective, Fathy [37] points out that 
employee turnover represents 60 percent of the cost of loss productivity.

High staff turnover can also result in disruption of service for other employees and 
managers resulting in reduced productivity. The disruption in operations redirects 
managers away from their usual duties of planning, controlling and sales to now 
training and monitoring new employees. According to Hesford et al., [58], the time 
that the head housekeeper spends on training new employees pulls them away from 
inspecting rooms, monitoring the remaining workers and responding to special 
cleaning requests. Similarly, general managers typically “shadow” a new front desk 
attendant for the first few shifts. This diverts the manager’s effort and attention away 
from strategic functions such as marketing the property and networking.

3. Methodology

This study carefully and systematically reviewed the literature on the factors 
contributing to staff turnover in the hotel industry; both push and pull, and their 
consequent impacts on the productivity of hotels. The literature was also reviewed for 
recommended strategies that are used to mitigate staff turnover in hotels. Literature 
review is used as the methodology for this study in order to provide a comprehensive 
review of the literature related to staff turnover in the hotel industry. This is a plau-
sible research technique and is supported by Paul and Criado [63] who postulate that 
literature review is useful in synthesizing prior studies to strengthen the foundation 
of knowledge. In addition, Xiao and Watson [25] point out that literature review 
establishes the foundation of academic enquiries.

Although literature review is usually used as an assessment procedure in nursing 
settings [64], Snyder [65] proposes that its use as a research method has become more 
relevant than before, especially in the area of business research. This technique was 
used by Aziri [66] to examine the subject of job satisfaction and by Ngai [67] to relate 
on customer service management. It was also used by Brodeur et al., [68] to syn-
thesize insights emerging from a number of studies on the economics of COVID-19. 
These are all studies in the area of business.

This chapter therefore, examined staff turnover in the hotel industry which is a 
business research. It was carried out by reviewing research papers in journal articles 
and book chapters among other sources, for extant literature on the matter. This 
approach is further recommended by [64]) who posit that effective literature search-
ing is a crucial stage in the process of writing a literature review and that a systematic 
organized search of the literature that uses available resources is more likely to 
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produce quality work. The review of literature is intended to provide current stance 
on the subject as well as rationale, positions and discussed ideas [69].

4. Strategies to mitigate against employee turnover in hotels

Many hotels face the challenge of high turnover in their organization whether 
voluntary or otherwise. Hartman and Yrle [70] explains that employees will leave 
their job even if they are satisfied and conceptualized this voluntary departure as the 
hobo phenomenon. It is therefore imperative for managers to identify the factors that 
affect employee turnover and implement appropriate strategies to attain stability in 
the organization. They need to be aware of their employees’ feelings regarding their 
job functions as well as their satisfaction levels with their working conditions, supe-
riors and peers [71]. Being aware of these factors will allow employers to implement 
sustainable strategies so as to improve the productivity and efficiency of employees 
and subsequently influence a reduction in staff turnover. Emphasis and focus should 
be placed on adequately managing these factors in order to create satisfaction for 
employees and maintain their interest in working at the organization.

It is important for hotels to conduct an audit of their situation to determine where 
they are at so that the appropriate strategies can be employed. If they do not have the 
internal resources to do so, then Ferry [72] recommends that they procure the services of 
a consulting company to assist them in this regard. As indicated earlier in the chapter by 
Holtom and Burch [62], the loss of important employees is detrimental to productivity 
and work quality. Managers need to be cognizant of this matter and implement suitable 
retention strategies for employees. Some of these strategies include implementing job 
enrichment plans, promoting job satisfaction, managing hygiene factors, incorporating 
job embeddedness, including career development and advancement factors, instituting 
appropriate remuneration, recognition and reward programmes in addition to good train-
ing and management. Furthermore, Long and Perumal [73] contend that employees who 
have little to no intentions to leave an organization have a positive relationship with staff 
training, compensation or benefits, development of careers in specific areas, performance 
management, and employee relationships. The following are some of the strategies that 
can be implemented in large hotels to directly or indirectly reduce staff turnover.

4.1 Implement job enrichment plans

The hotel industry leaders need to understand the factors that encourage employ-
ees to display high potential in staying with the organization in comparison to them 
leaving [74]. Managers need to consider job enrichment to avoid high turnover in 
their organization. This involves designating employees with different types of work 
without increasing the workload level. Job enlargement can also improve intrinsic 
motivation for employees and give them more reasons to stay. Onimole [75] contends 
that when managers provide job enrichment then employees will grasp a deeper 
interest in doing the work, thus a greater responsibility will be acquired by employees 
resulting in higher levels of productivity.

4.2 Promote job satisfaction

Milman and Dickson [74] proffer that employers should view employees as 
internal customers of the organization. This can provide important value and create 
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awareness for managers as well as influence the implementation of appropriate strate-
gies to reduce staff turnover. In support, Kim [76] points out that in order to realize a 
reduction in employee turnover, the human resource management team should con-
duct internal marketing on employees, focusing on their traits and designing effective 
programmes for new employees with multiple backgrounds. In addition, Onimole 
[75] finds that both effective training programs and job satisfaction have a very good 
relationship. Providing an effective training programme could therefore be a response 
to reducing the high turnover rate by way of employees being satisfied with their job. 
Training has proven to be vital in the retention process and in helping to reduce turn-
over. This is supported by Chen [77] who notes that training of employees influences 
their retention. When an organization invests in training and development activities 
it shows that they have placed high importance on employee capacity building. Not 
only will employees have a sense of being valued but training opportunities will cre-
ate an emotional tie between employee and employer [78]. Therefore, employees are 
less likely to leave the organization when they receive the chance to acquire training 
on the job. Therefore, having a dedicated training procedure to improve employee 
skills and capabilities have the potential to reduce their intentions to leave.

Stress management is also of importance. McGinley et al. [39] state that there 
are various ways to deal with stress in the workplaces, which is likely to impact 
staff turnover intentions. The implementation of task-oriented strategies can cause 
a reduction in turnover intent and in turn improve on job satisfaction [39]. It is 
likewise imperative for managers to understand the intentions of their exceptional 
employees and implement solutions that will increase their desire to stay in the 
organizations [74]. Lapointe and Vandenberghe [79] summarize that it would be 
beneficial for managers to put strategies in place to strengthen employee’s com-
mitment to the organization and their subsequent satisfaction can possibly reduce 
turnover rates.

4.3 Manage hygiene factors

As indicated earlier in the chapter, job satisfaction concentrates mostly on 
Herzberg Hygiene Factors and are used to determine employee satisfaction with 
their job. Examples of such factors are fair pay rate, respect from other workers, 
salary, incentives and good conditions for work. Other hygiene factors include 
company policies, supervision, interpersonal relationship and job security. Zhu 
et al., [80] postulate that the hygiene factors when compared to the motivation 
factors in the Hertzberg two-factor model (motivation factors and hygiene fac-
tors) are more effective in predicting turnover intentions. This means that that 
will contribute to employee satisfaction which in turn, will reduce high turnover 
rates.

In essence, the hygiene factors are used to determine employee satisfaction with 
their job; a high rate of job satisfaction will reduce job turnover intentions. The 
underlying premise of hygiene factors is that, as long as employees become satisfied, 
then managers will need to maintain these factors so that they will not resort to dissat-
isfaction which reduces productivity. In terms of the influence of hygiene factors on 
productivity, Ogbo et al., [81] find that good working conditions improve employees’ 
productivity. They posit that if working conditions are poor it will create negative 
impact on employees and as such managers should aim to maintain factors that aid in 
the increase of productivity. Deri et al., [82] conclude that the hygiene factors of job 
satisfaction are paramount and managers are to pay attention to them.
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4.4 Incorporate job embeddedness

Ehrler [83] explains that job embeddedness consists of a range of influences 
that contribute to an employee’s decision to continue with their job. Onimole [75] 
shares the notion that job embeddedness indirectly reduces high staff turnover costs 
incurred by the organization. It is therefore important for the hotel organizations to 
implement activities that can improve job embeddedness and reduce staff turnover.

Embeddedness in the job can create a positive relationship or connection with 
co-workers. It is determined by the level of co-worker dependency and a sense of 
belongingness and as such employees will more likely have a long tenure in a company 
where there is a positive relationship among employees [84]. Employees have a less 
likely tendency to leave the organization when they are embedded in their job. Ehrler 
[83] posits that the diversification of employee job embeddedness positively impacts 
their retention by reducing turnover.

4.5 Include career development and advancement factors

Career development as well as advancement opportunities are vital in improv-
ing employees’ loyalty and retention in the hotel industry [79]. Akyüz et al. [85] 
assert that if employers desire to reduce the staff turnover rate then they will need to 
improve the organizational climate and the human resource activities being carried 
out. The process of molding each employee’s career is therefore imperative [86]. 
This strategy can be a cost saving measure for hotels to save money that would have 
otherwise been spent on continuously recruiting and training new employees because 
of turnover.

Offering mentorship to hospitality employees is another great way to mold their 
careers and keep them empowered and motivated [87]. Mentorship can provide 
several benefits and opportunities for the personal and professional growth of 
employees. It is found to be a vital tool in bridging the generation gap and promoting 
diversity in the workplace as well as transform the organization into a learning one 
[88]. Mentorship in the workplace is usually carried out by experienced profession-
als who help in the process of molding other employee’s careers and providing the 
opportunities for them to grow and develop their potential. These mentees will now 
feel a sense of connection and commitment to the business and its overall success. 
Hence, managers are to be able to identify opportunities and implement mentorship 
and training programmes to help and retain young employees. This is despite the 
claim by Gursoy and Dhar [89], that younger persons will stay in the organization in 
more cases than the older ones.

Having a formal and structured mentorship programme is recommended [88]. 
It will facilitate high-quality leader-member relationships. This type of relationship 
according to Davis [22] will not only engage and inspire employees but will also lead 
to organizational commitment and lower turnover rates. In essence, hotel managers 
should be concerned about the growth and development of all employees [29] despite 
age and gender. As per the latter, they are to remove gender bias perceptions and 
ensure that programmes are in place to coach female employees in advancing their 
careers [90]. Overall, managers should provide all employees with opportunities to 
develop and improve key internal relationships, career advancements and job perfor-
mance. Employees are comfortable when opportunities to improve themselves arise 
[89]. Akyüz et al., [85] studied the influences that academic development and orga-
nizational climate provides in having healthier organizational commitment which 
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reduces employees’ desire to leave the organization. They find that employers that pay 
special attention to academic development, tasks, and the promotion of improved 
commitment to the organization recognize that it improves job performance and 
increases retention rates.

4.6 Implement remuneration, recognition and reward programmes

Adequately and fairly remunerating, recognizing and rewarding the efforts and 
accomplishments of employees are important in staff retention. According to [91] 
employees tend to develop an emotional bond with the organization and remain an 
employee when they perceive that the work they have done is appreciated and valued. 
Long and Perumal [73] point out that employees that are placed on the front-line in 
the hotel operations are more likely to proportionately receive low salary or rewards, 
and therefore will be the ones to switch jobs. Rewarding and recognizing these among 
other employees would make them feel respected, desired and appreciated, resulting 
in reduced staff turnover rate. However, employees expect to receive recognition and 
rewards that are established from a fair performance appraisal review [91].

4.7 Implement best hiring practices

In order to understand the reasons why employees leave their organization, the 
human resource management team should hire smartly and implement exit and stay 
interviews to practice and maintain the communication process [79]. Selecting the 
right people for the right jobs is one of the most incremental solutions to reducing staff 
turnover as according to Bin [92] they will be more satisfied and engaged with their 
jobs. Employees who are not the right fit for a position will be more likely to quit as they 
may not possess the right skill set, knowledge or even mental ability to tackle that role.

The screening of employees who enter the organization will help employers make 
better decisions when hiring [39]. Hotel managers should identify the abilities of 
each employee through the hiring process and according to Sinclair-Maragh et al.; 
[93], they should foster talent management through coaching, mentorship, motiva-
tion and empowerment. Managers should employ effective sourcing strategies as 
well as maintain, retain and train these employees as it is imperative in the process of 
improving guest services in the industry. This is supported by Long and Perumal [73] 
who find that training is vital to the success of any modern organization. They posit 
that training is the backbone of strategy implementation and the lack of training in 
critical areas will lead to increased complaints. In providing the necessary conditions 
to develop the professionalism of employees, managers should consider training them 
on the job which results in job satisfaction and a reduction in turnover levels [94].

4.8 Encouraging communication

Communication between the two parties; managers and employees is paramount. 
The philosophy and intentions of the hotel should be communicated to the employees 
to guide them in carrying out their respective tasks [95]. Likewise, employees should 
be allowed to communicate their potential career path so that they can purposefully 
envisage their future with the hotel.

Employees should be allowed to identify specific milestones for their achieve-
ment and ways in which the employers can use supporting resources to assist them in 
achieving their goals. The relationship between employees and employers will make 
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it easier for both parties to have a clear, consistent and direct communication about 
career advancement steps. This will help employees feel more engaged in the orga-
nization and increase their job satisfaction, thus, staff turnover rate will be reduced. 
Sandhya and Kumar [96] conclude that communication between the employee and 
employer will lead to high levels of employee retention. Communication can also be 
achieved by way of conducting employee attitudes surveys. This should be aimed at 
identifying how each employee feel about their role, their intention to stay within the 
organization and also the goals that they want to achieve in the organization. Care 
should be taken not to generalize the data collected for human resource management 
and development strategy implementation [97].

5. Conclusion

The purpose of this chapter is to analyze the factors contributing to staff turnover 
in the hotel industry and the subsequent impacts of staff turnover on productiv-
ity. Additionally, the chapter proposed some strategies that can be implemented by 
management to reduce staff turnover. The review of literature finds that employee 
turnover has been a major concern in the hotel industry in several countries despite 
location. The literature distinguishes two main categories of factors that cause job 
turnover. The push factors are job-related dissatisfiers such as poor relationships, lack 
of growth opportunity, job insecurity and limited amount of interaction among staff. 
Pull factors are those opportunities that attract employees to a new workplace such as 
career advancements, job satisfaction, higher salaries and benefits and rewards.

Staff turnover needs to be addressed as it can negatively impact productivity. It is 
important for hotel managers / employers to generate unique and creative solutions 
to retain employees in the hotels despite the size and location. These include the 
implementation of job enrichment plans, promotion of job satisfaction, management 
of hygiene factors, incorporating job embeddedness, including career development 
and advancement factors, instituting appropriate remuneration, recognition and 
reward programmes, implementing best hiring practices and encouraging employee-
employer communication channel.

Based on the literature review conducted, it is evident that high staff turnover rate 
is prominent in the hotel industry. It is essential that these managers select the right 
persons for the respective jobs, foster their abilities and talents, and motivate them in 
an employee-centric environment. Deliberate and effective workplace practices are 
therefore recommended.

The findings of this study will be very useful in advancing the literature in the area 
of staff turnover in the hotel industry and providing relevant information pertaining 
to people management in that environment. From a practical standpoint, the chapter 
will be able to inform hotel practitioners of these factors as well as how staff turnover 
can impact the productivity levels of the hotel. Further studies can be done to empiri-
cally assess the factors that are contributing to staff turnover in the hotel industry and 
the impact of staff turnover on hotel productivity. Future studies can also empirically 
examine the relationship between hotel productivity and hotel performance.
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Chapter 3

Human Resource Development 
in Vietnam’s Textile and Garment 
Industry in the Context of Digital 
Transformation
Tran Thi Van Anh, Tran Minh Tuan and Nguyen Xuan Tung

Abstract

Vietnam’s textile and garment industry is one of the key industries with significant 
contributions to exportation and national growth. However, the industry has been 
facing increasing pressure from competitors with the same comparative advantage. 
In the context of digital transformation on a global scale and across industries, 
improving the quality of existing textile and garment human resources will be a key 
factor for enterprises to compete in terms of productivity, quality, localization rate 
improvement access to the fourth industrial revolution. From the approach to human 
resource development of a country is the change in the quantity and quality of human 
resources in terms of physical strength, intelligence, skills, knowledge and mental 
capacity, along with progresses changes in the structure of human resources, the arti-
cle uses qualitative research methods, analysis, statistics, SWOT and in-depth inter-
views with experts… to focus on assessing the current situation of human resources in 
Vietnam’s textile and garment industry in recent years. Suggestions to develop human 
resources of Vietnam in general and human resources in the textile and garment 
industry in particular are discussed in the context of digital transformation.

Keywords: human resources, Vietnam’s textile and garment industry, digital 
transformation

1. Introduction

In the process of international integration, Vietnam’s textile and garment industry 
has contributed significantly to economic growth and restructuring. Textile and 
garment enterprises have promoted export activities and created jobs for workers, 
especially workers from the agricultural sector. However, negative impacts from 
the Covid-19 pandemic, the fierce competition in the textile and garment industry, 
and the rapid development of technology are posing many challenges to Vietnam’s 
textile and garment industry. The biggest challenges among these are the shortage 
of high-quality human resources and inadequate technology. The aim of this article 
is two-folded: (i) assess the current situation of human resources in the textile and 
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garment industry to point out its strengths and weaknesses, and (ii) suggest ways to 
develop human resources in the textile and garment industry in the context of digital 
transformation.

1.1 Overview of Vietnam’s textile and garment industry

In the process global integration, the number of Vietnamese textile and garment 
enterprises has increased significantly from 2994 in 2007 to 13,741 enterprises in 2019. 
Garment enterprises accounted for about 63% while textile enterprises accounted for 
about 37% (Figure 1).

The percentage of textile enterprises in the total number of enterprises operating 
in the economy in the 2008–2019 period maintained between 2% and 2.5%. In the 
short and medium term, the existence and stable development of textile and gar-
ment enterprises will contribute to economic restructuring, export capital rise, and 
economy protection against external shocks during the integration process, especially 
when the agricultural sector still accounts for a large proportion.

In terms of structure by ownership, Vietnamese private enterprises account for 
the largest proportion and increase steadily over the years. If in 2007, the number 
of domestic private textile and garment enterprises accounted for 80.6%, by 2019, 
this figure was 88%. Foreign direct investment (FDI) enterprises in the textile and 
garment industry decreased to 11.7% of the total number of enterprises. State-owned 
enterprises (SOEs) account for about 0.3%.

In terms of scale, SOEs and FDI enterprises in the textile and garment industry 
are “large” in terms of labor but “not large” in terms of capital. Meanwhile, private 
enterprises account for a large proportion in number, but their scale of labor and 
capital is “small”. In 2018, according to capital scale, 90% of private textile and gar-
ment enterprises were small-scale while only 5% listed as large-scale. According to 
labor criteria, nearly a quarter of FDI enterprises are large enterprises, but according 

Figure 1. 
Number of textile and garment enterprises in the 2008–2019 period. Source: General Statistics Office [1].
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to the size of capital sources, this ratio is less than 30%. For SOEs, if nearly 70% of 
enterprises are considered large in terms of labor, this rate is only 50% if calculated 
by capital size [2]. The textile and garment industry is characterized by economies 
of scale, with small and micro-scale mainly hindering businesses from international 
economic integration. The lack of medium-sized enterprises, especially from the 
labor criterion, shows the problem of cooperation and linkage between the group of 
large enterprises (playing the leading role, organizing production) and small and 
medium-sized enterprises micro (as satellite businesses, subcontractors…) becomes 
difficult.

Regarding export, thanks to the international division of labor in the global textile 
value chain, the textile industry has made important contributions to increasing 
export turnover and become the main export industry of Vietnam, contributing 
about 16% of the export share of the country in 2019. However, since the begin-
ning of 2020 until now, the Covid-19 pandemic caused a severe recession on a 
global scale. Vietnam is no exception. The textile and garment industry is one of the 
industries that suffers most direct and greatest losses when the supply chain of input 
materials was interrupted and import markets were closed to prevent the spread of 
the pandemic (Figure 2).

In 2020, the total export turnover of products of the textile industry is only about 
35 billion USD, 9.8% lower than 2019. This is the first year that the export turnover 
of the textile and garment industry had negative growth after 25 years of continu-
ous growth. Export turnover of textile and garment industry dropped to the third 
place, lower than export turnover of electronic products and components. However, 
Vietnam’s textile and garment industry remains a highlight in export because the 
world’s total demand for textiles and garments has decreased by nearly 20% (from 
740 billion USD to 600 billion USD). Other countries that compete with Vietnam 
in the textile and garment sector had a reduction of 15–20%, even nearly 30% [3]. 
According to the World Trade Organization [4], in 2019, Vietnam ranked third in 
the top five largest textile and garment exporting countries in the world (including 
China, India, Vietnam, Bangladesh and Turkey). Vietnamese textile and garment 
products are gradually reaching the leading position in two potential markets, Korea 
and Japan.

Figure 2. 
Vietnam’s textile and garment export turnover in the 2010–2020 period (USD billion). Source: General Statistics 
Office [1]; MOIT [3].
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It should be noted that in the global textile and garment value chain, the majority 
of Vietnamese enterprises are in the lowest value-added stage—the bottom of the 
value chain. As of 2018, about 70% of Vietnamese textile and garment enterprises are 
participating in textile production/value chains, with a simple production method— 
Cut, Make, Trim (CMT), a method in which the added value of Enterprises can create 
only 1%–2% of the total added value of the textile value chain. Few businesses partici-
pate in Free On Board (FOB) or Original Equipment Manufacturing (OEM) [5]. This 
situation exists due to many reasons: (i) the supporting industry for the textile and 
garment industry is underdeveloped, making businesses dependent on imported raw 
materials; (ii) technology level of textile enterprises is low; (iii) the quality of labor 
in the textile and garment industry is low and the level of variance is high; (iv) the 
majority of textile enterprises are small-scale.

In the digital age, digital transformation is an irreversible trend. Unfortunately, in 
the process of digital transformation, Vietnamese enterprises are facing many barriers, 
such as difficulties in investment costs and digital technology application (account-
ing for 60.10%), followed by difficulties in changing business habits and practices 
(52.3%), lack of internal human resources to apply digital technology (52.3%), lack of 
information on digital technology (40.40%), difficulties in integration of digital tech-
nology solutions (38.50%), lack of commitment and understanding of the leadership, 
business management (32.1%), lack of commitment and understanding of employees 
(26, 60%), fear of personal/business data leakage (23.4%) [6]. Thus, in the process of 
digital transformation, the shortage of qualified human resources is a huge barrier for 
enterprises in general, including textile enterprises.

According to PWC’s study on Vietnam’s digital skills readiness, Vietnam maintains 
42nd position for 2 consecutive years in the Global Innovation Index (GII) rank-
ing of 2020. However, compared to 2019, Vietnam dropped in rankings of Human 
Resources-Research and Development (ranked 79), as well as Knowledge and techno-
logical output (ranked 37). Although Vietnam has emphasized its focus on Industry 
4.0 policy reform, in terms of workforce digital skills, Vietnam has dropped four 
places to the 96th place in the 2020 Global Talent Competitiveness Index 2020 (GTCI).

In recent years, every stage in the supply chain of the garment and textile industry, 
from design, purchase to production, distribution, has gradually changed to meet 
the requirements of digital transformation. This process of change begins with the 
application of modern machines and technologies to use less labor but still improve 
productivity in spinning - weaving - dyeing - sewing factories; as well as applying 
information technology and artificial intelligence to transfer data from the place of 
production in Vietnam to all shoppers whether in the US, Europe or Japan. The buyer 
can manage in real time the production process in Vietnam. Online shopping becomes 
increasingly popular, leading to new creation such as online clothes trying-on. If a 
link in the supply chain does not meet the high requirements, that link is likely to be 
replaced and eliminated. As such, human resources play an important role in this pro-
cess. One proof of this problem is the fact that Vietnamese garment enterprises lack 
skilled workers so they are still doing garment processing for export (CMT) instead of 
upgrading to other forms of garment manufacturing like FOB.

1.2  Theories of human resource development in the context of digital 
transformation

Human resources and human resource development are topics that draw a great 
deal of attention from researchers and organizations. There have been many ways 
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to conceptualize human resources basing on different perspectives. According to 
Srivastava [7], human resource is understood as inclusive human capitals, including 
physical strength, mental power and professional skills that each individual possesses. 
Human capital is understood as human potential in generating future income sources, 
thereby promoting economic prosperity. This capital is a collection of skills, knowl-
edge and experiences accumulated through the labor process.

According to the United Nations, human resources are knowledge, skills, experi-
ences, abilities and creativity related to the development of each individual and the 
country [8]. The World Bank stated that human resources are all human capitals, 
including physical strength, intelligence, and professional skills that each individual 
possesses, which can be mobilized in the process of production, business or any 
activity [9].

Previous research has discussed the important role of human resources for the 
development of enterprises, industries, fields, as well as for a country. According to 
Barney [10], the existence and development of enterprises depend on three groups of 
resources: (a) physical resources (such as machinery and equipment, factories, land); 
(b) human capital; and (c) organizational capital. To solve the challenge of “super-
profit” for development, enterprises must handle the problem of mobilizing and 
effectively using these three groups. Ahn [11] suggested that the quality of human 
capital in an enterprise has a positive effect on the frequency of promoting physical 
capital. Businesses that maintain and develop a skilled workforce tend to upgrade 
their physical capital more often. Basing on observing and analyzing the role of 
management personnel in 198 enterprises, Glaister et al. [12] believed that good 
managers, through developing human resource networks and social capital, are an 
important channel to convey the impact of human resource management on business 
performance of enterprises

For Vietnam, Binh and Quy [13] emphasized the decisive role of high-quality 
human resources in socio-economic development in the context of Industry 4.0. 
However, human resources in Vietnam remain inadequate to meet the requirements 
of enterprises. Trang [14] pointed out factors explaining the low labor quality, such as 
education, environment, and training. Education innovation, talent attraction, tech-
nical training for workers and strengthening international cooperation are essential to 
help workers survive and compete in the context of the ever-evolving Industry 4.0.

There are many different models of human resource development, such as the 
Model of Human Resource Development, by McLagan [15]; The Skills Development 
Model, by Overtoom [16]; the Human Resource Development Model, by Ravand 
[17] etc. Swanson and Holton III [18] are the best representatives among the 
authors studying human resource and human resources development. According to 
Swanson and Holton III [18], human resource development is a process of develop-
ing and unleashing expertise for the purpose of improving organizational system, 
work process, team, and individual performance. Researchers have developed 
models of human resource development in relation to production chain from from 
input to output.

Thus, it can be understood that human resource development of a country is a 
change in the quantity and quality of human resources in terms of physical strength, 
intelligence, skills, knowledge and mental capacity, along with progresses in the 
structure of human resources. In other words, human resource development is the 
process of creating and using comprehensive human capacity for economic progress 
and self-growth of each person [19]. This approach is utilized in this study to examine 
human resource development in the context of digital transformation.



People Management - Highlighting Futures

44

1.3 Research method

This study used qualitative research method, in which the combination of the 
following main methods: (1) Secondary data about labor quantity, structure, quality, 
productivity of Vietnam’s textile and garment industry from 2015 to present were 
collected for descriptive statistical analysis. (2) SWOT analysis was used to evaluate 
strengths, weaknesses, and opportunities and challenges for human resource develop-
ment in Vietnam’s textile and garment industry in the context of digital transforma-
tion. (3) In-depth interview was conducted with leaders of 15 textile and garment 
enterprises to better explain the current situation of human resources in enterprises as 
well as consult enterprises in developing human resources.

1.4 Data collection

Secondary data were collected from reliable sources: General Statistics Office 
(GSO), Vietnam Textile and Apparel Association (VITAS), Vietnam National Textile 
and Garment Group (VINATEX) and Vietnam Customs. Data from internationally 
and locally published studies were also consulted.

2. Discussion

The following SWOT analysis shows the current situation of human resources in 
Vietnam’s textile and garment industry.

2.1 Strengths

As the main export industry of Vietnam with the strong growth in the number 
of enterprises, the textile and garment industry has created many jobs every year 
(Table 1).

As of 2019, the number of employees in textile enterprises was 1,914,123, account-
ing for 25.3% of employees in the manufacturing and processing industry and 12.6% 
of employees nationwide. This rise leads to a steady increase in average monthly 
income of workers in the textile and garment industry over the years. Textile workers’ 
average income increased from 6.4 million Vietnamese Dong (VND)/month (2015) 
to 8.6 million VND/month (2019); while garment workers’ average income increased 
from 5.6 million VND/month to 7.4 million VND [1].

One of the competitive edges of Vietnam’s textile and garment industry in recent 
years is an abundant, easy-to-train workforce who are young, hardworking and 

2015 2016 2017 2018 2019

Textile 243.428 278.577 283.986 309.488 315.751

Garment 1.337.132 1.427.412 1.467.767 1.560.751 1.598.372

Total 1.580.560 1.705.989 1.751.753 1.870.239 1.914.123

Source: Statistical Yearbook of Viet Nam 2020.
Unit: person.

Table 1. 
Number of employees in acting textile and garment enterprises having business outcomes from 2015 to 2019.
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dexterous, suitable to create unique handicraft products. The proportion of female 
employees is higher than male (accounting for 73.80%). By age group, the number of 
workers in the textile industry is mainly young workers (15–35 years old) account-
ing for 71.92% [1]. This age group can adapt well to changes in technology, creating 
opportunities for businesses to accelerate the digital transformation process.

Quality of human resources of the whole industry in the period 2008–2018 
improved: the percentage of trained workers increased from 14.9% in 2008 to more 
than 20% in 2018 [20]. The average productivity of textile enterprises has improved 
from 68.6 million VND/person in 2011 to 108.4 million VND/person in 2018. The 
average productivity in the period 2011–2018 period reached 88.3 million VND/
employee and grew by 6.8% per year [21]. In in-depth interview, leaders of textile and 
garment enterprises pointed to innovation in production technology and management 
processes and increased workers’ capacity as reasons explaining the rise in productiv-
ity. Among them, production technology has the strongest impact on improving labor 
productivity in recent years.

Besides, Vietnamese workers have an optimistic view and good perception of 
the application of technology in their work. Up to 97% of respondents believed that 
technology will improve their work efficiency, and 84% are willing to learn more or 
be retrained to improve their abilities [22].

2.2 Weaknesses

Although there has been an improvement in labor capacity in recent years, 
untrained workers still account for the highest proportion. There is a shortage of 
skilled human resources and technically skilled staff in the textile and dyeing fields.

From the Table 2, it can be seen that the garment industry is the industry with the 
highest export value, but the proportion of untrained dexterous workers or less than 
3 months of training accounts for the majority with 87.92%, while the indicators of 
the percentage of qualifications such as intermediate, college and university is much 
lower than that of other major groups. In the value chain, the design stage is a step 
with high added value. However, in-depth interviews showed that design ability of 
Vietnamese designers is weak. Vietnamese designers are not sensitive in catching 
global trends and market tastes even though Vietnamese garment enterprises have 
had many years of experience in producing for famous brands, as well as a good 
understanding of product design and materials. The cause of this situation is due to 
the lack of personnel for design, research and development. Training programs for 
designers have not kept up with the needs of the market and are still heavily theoreti-
cal. Besides, low salary is also a reason why it is difficult to retain good designers. 

Fields High school College University Graduate studies

Yarns 76.9 16 07 0.10

Textile 66.65 23 10 0.35

Dye 73.35 17 09 0.65

Garment 87.92 08 04 0.08

Source: Hoang Xuan Hiep, [23].
Unit: %

Table 2. 
Qualification of Vietnamese textile workers in 2019.
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This is a big challenge for the transformation from CMT production method to higher 
value-added forms such as Original Design Manufacturing (ODM) or Original Brand 
Manufacturing (OBM) as well as for building own brand for businesses.

A survey of 100 textile and garment enterprises by Ta Van Canh [24] found that 
4.0 technology skill of the garment industry was the weakest among the 4 groups. 
None of the skills had a rate of 30% or above. Over 80% of skills were average or 
below average. Important skills such as 3D design, computer usage, and smart device 
usage were assessed as weak.

In 2019, UNDP and the Ministry of Industry and Trade [25] conducted a survey of 
153 garment enterprises and 168 textile enterprises on the readiness of enterprises for 
Industry 4.0, it was found that textile and garment enterprises have not focused on 
investing in the quality of human resources to meet the new requirements of Industry 
4.0. The readiness level of the garment industry (in terms of human resources) for 
Industry 4.0 is M = 1.14, lower than the average score of the entire manufacturing 
industry (M = 1.24). This is a barrier for businesses in applying new tsechnological 
achievements into production as most of the employees are not capable of operating 
and controlling the technology at an acceptable level. Main reasons for this situation 
are inadequate labor training, lack of technologiacl infrastructure, weak research and 
development works, and limited exposure to technology.

In addition, huge labor fluctuations cause significant damage to enterprises in 
terms of both production efficiency and investment and development strategies. 
According to Pham Thu Lan [26], the current labor turnover rate in the garment 
industry is 8–10% per year. The reasons for this situation are: (1) overtime working in 
garment enterprises becomes too much; (2) workers’ income in garment enterprises 
is lower than other occupations; (3) low-skilled workers lead to limitations in labor 
discipline. In garment enterprises located in rural and mountainous areas, workers 
are willing to quit their jobs to support family works. In addition, labor shortage puts 
businesses at risk in meeting production schedule, especially when the Covid-19 
pandemic spreads. On the other hand, there is a shortage of high-quality, experienced 
and skilled human resources to implement digital transformation projects.

2.3 Opportunities

Vietnam has a population of more than 97 million people, of which 65% are people 
aged 15 and over. On average, about 500,000 people join the workforce every year. 
GDP per capita in Vietnam is over 3.000 USD/person in 2020 [1], Vietnam still has a 
lot of opportunities for developing the textile and garment industry, especially when 
it is necessary to change more than 15 million workers in the agricultural sector to 
textile other sectors to improve national labor productivity. In the 2021–2030 period, 
the garment and textile industry aim to develop a new model, focusing on automation 
technology and green production.

Integration and technology will create many opportunities for employees to 
improve their qualifications to meet new job requirements.

Labor movement between countries and regions is also taking place strongly, pro-
moting investment attraction and cooperation in the field of education and training 
to develop high-quality human resources.

The Vietnamese government and businesses are paying more and more attention 
to and investing in the development of high-quality human resources. The govern-
ment has approved the “National Digital Transformation Program up to 2025, with 
a vision to 2030” [27], with development goals such as promoting digital economy, 
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improving economic competitiveness. In particular, the program states that by 2025 
digital economy will account for 20% of GDP; the proportion of the digital economy 
in each industry or field shall reach at least 10%; labor productivity increases at least 
7%/year; and Vietnam will be in the top 50 leading countries in information technol-
ogy. The government also issued a program to support the development of the labor 
market until 2030 (Decision No. 176 - QD/CP by the Prime Minister dated February 
5, 2021). This program sets the goal of having the indicator of skilled workers in the 
GII in the top 60 countries by 2025 and in the top 55 countries by 2030. The rate of 
workers with IT skills is expected to reach 90% by 2030. Along with political support, 
the awareness of digital transformation of Vietnamese textile and garment enterprises 
has also improved, many businesses have built digital transformation plans.

2.4 Threats

Under the impact of Industry 4.0, garment production tends to relocate to countries 
with cheaper costs. As a consequence, Vietnam’s textile and garment enterprises 
have to face great competitive pressure from Laos, Cambodia, and Bangladesh. Labor 
cost at factories in Vietnam accounts for an average of 26–30%, much higher than 
20% in Bangladesh. Vietnam’s labor cost is cheaper than India, China and Indonesia, 
but the average cost per product unit in Vietnam is still 30–40% higher than these 
countries. Labor productivity in Vietnam is low, only 2/3 of that of other countries in 
the region [28].

In order to apply 4.0 technology and accelerate the digital transformation process, 
human resources who are and will be working in the textile industry need to be 
trained and equipped with the necessary knowledge, skills and qualities. However, 
training high-quality human resources requires a lot of time and expenses; while 
textile enterprises are mainly small businesses. Current unskilled workers can hardly 
be trained into skilled technicians or engineers in a short time.

In addition, the results of in-depth interviews of this study also show that the link 
between enterprises and training institutions is not tight: enterprises have not been 
able to participate and contribute ideas on the development of training programs. As 
a result, fresh graduates often fail to meet the needs of employers.

The polarization between unskilled and skilled workers in the context of digital 
transformation leads to higher risk of unemployment for unskilled workers. This 
polarization will continue to widen when production lines become fully automated. 
According to the International Labor Organization (ILO), 86% of Vietnamese 
workers in the textile, apparel and footwear industry is at a high risk of job loss due to 
automation and robotics in production lines [29].

Although businesses believe that investing in automatic machines and equipment 
can help reduce labor use, most businesses face labor shortage after Covid-19, forcing 
them to recruit more workers to expand production or to compensate for workers who 
move to another industry or return to their hometown. On the other hand, there is a 
shortage of human resources in the textile and garment industry, especially skilled 
workers suitable for FOB, OEM, ODM, or OBM production methods.

2.5  Problems and solutions to develop Vietnam’s textile and garment human 
resources in the context of digital transformation

Industry 4.0 has brought the digital transformation trend to all countries, indus-
tries and fields. Digital transformation activities in textile and garment enterprises 
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have been taking place to meet the change in consumer behaviors as well as manage-
ment needs. The need for digital transformation is becoming more urgent in the 
context of the Covid-19 pandemic. During the pandemic, digital transformation 
helps textile and garment enterprises transform their business models to fit digital 
platforms, diversify distribution channels, increase customer experience, and create 
new products in accordance with the needs and tastes of customers. On the other 
hand, digital transformation also helps enterprises to improve management capacity, 
supply chain management, business administration, inventory and management, 
optimization of operating costs, increase labor productivity, supporting accurate and 
timely analysis to shorten the time to make business decisions.

Digital transformation can range from digital management of data, automation 
and optimization of business and management processes, to a shift in business model 
to create new values for the business. Digital transformation in enterprises is not sim-
ply using digital technology to standardize business and management processes, but 
also applying technology to improve business and management efficiency, enhance 
capacity and competitiveness of enterprises and create new values [30].

The continuous change of technology will lead to the change of skills and compe-
tencies required. The workforce needs to constantly update and improve themselves, 
or else they will face the risk of falling behind or losing their jobs when their work 
is automated. In the process of digital transformation, about 50% of existing jobs 
will disappear and about 50% of new jobs will appear (Hoang Xuan Hiep, 2017). 
Accordingly, human resources in the textile and garment industry will need to address 
these following issues in the context of digital transformation:

Product innovation: Workers need the ability to research and develop new materials 
to meet the increasingly diverse needs of users, such as: materials that can trace and 
protect health, materials that can connect to the Internet, materials that can change 
color by themselves, etc.

Production process: Workers should be able to desgin products using 3D technol-
ogy and use 3D printers and 3D textile machines to produce products. They should 
also be capable of operating highly automated lines by industrial robots, evaluating 
and analyzing data models to identify potential risks of faulty machinery and equip-
ment. They should be able to propose a reasonable maintenance plan and improve 
operational efficiency to prevent damage (also known as digital maintenance). Skills 
related to artificial intelligence are also required, such as using AI to control produc-
tion process, product quality, production progress and defect identification…

Management: In order to improve management capacity, textile and garment 
human resources need to be equipped with the ability to use specialized management 
softwares such as enterprise resource management (ERP), product lifecycle manage-
ment (PLM), supply chain management, etc. With regard to marketing, textile and 
garment human resources require e-commerce and digital marketing skills.

Digital transformation based on the application of new technologies is considered 
by enterprises in general and textile enterprises in particular as a source of growth to be 
able to survive and create breakthroughs, building a smart production platform towards 
sustainable development. As a result, developing human resources to meet the require-
ments of the digital transformation process will be a decisive factor for enterprises to 
overcome the crisis, improve labor productivity and keep pace with integration trends.

After all, the ultimate goal of digital transformation is applying technology in core 
processes of each business. These processes are manufacture, service provision, and 
production methods. Accordingly, investing in technology and transforming business 
models always involve human resources.
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According to Table 3, it is forecasted that the number of workers with univer-
sity and college degrees in the textile and garment industry will be about 193,042 
people (by 2025) and 233,804 people (by 2030). The total demand for university-
level human resources in the textile and garment industry about 65,692 people 
(by 2025) and 102,232 people (by 2030). Human resources with college degrees 
are about 71,471 people (by 2025) and about 111,041 people (by 2030) [23]. Dinh 
Long and Dinh Cuong [20] predicted that the demand for technical workers and 
technicians will double in the coming time and the demand for trained workers in 
the textile and garment industry must reach 60%. Consequently, about 144,000 
people workers with university degree are needed by 2025; and the number of 
graduate workers is about 1900 people. These pose huge challenges for training in 
the textitle and garment industry if Vietnam doesn’t want to be left behind in the 
Industry 4.0.

Based on the assessment of the current situation of human resources in the textile 
and garment industry over the past time and the requirements of human resource 
development in the context of digital transformation, it is necessary to deploy a 
system of synchronous solutions to develop human resources for all sectors of the 
Vietnamese economy in general, and human resources for the textile and garment 
industry in particular, including key solutions as following:

Firstly, all industries and economic sectors require both high-quality workers 
and a sufficient number of labor (including technical management personnel and 
direct workers) in accordance with the areas where 4.0 technology can be applied. 
Accordingly, it is necessary to have a strategy on training and developing human 
resources to meet new demands of the labor market. There should be a plan on human 
resource development which take advantage of abundant human resources, improv-
ing professional capacity, and training professional human resources in all fields.

For the textile and garment industry, the VITAS and VINATEX to build a human 
resource development program suitable to the current situation of Vietnamese 
enterprises.

Secondly, develop and issue human resource development policies in line with the 
requirements of digital transformation.

• Regarding perfecting institutions and policies: review, supplement and research 
mechanisms and policies in order to create a favorable legal framework for the 
development of human resources. Ensure synchronous connections between 
mechanisms and policies, especially between policies on human resource devel-
opment and policies on employment, education and training.

Criteria Year

2025 2030

University-graduated workers 92,484 112,096

College-graduated workers 100,558 121,708

Total number of employees with university and 
college degrees

193,042 233,804

Source: Hoang Xuan Hiep, [23].
Unit: person.

Table 3. 
Forecast of the number of garment workers with university degrees, colleges in 2025 and 2030.
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• To perfect the education system in the direction of integration: promote 
socialization and diverse resources for career development. Ensure fairness 
and healthy competition between public and non-public training institutions. 
Overcome challenges in training scale, structure of professional qualifications, 
structure of regions, etc.

• Develop a framework for training digital skills required in digital transformation 
to serve as a basis for application to industries and fields in the economy.

• Develop a strategy to attract highly skilled labor to make up for the shortage of 
skilled labor while domestic training has not yet met the demands. Develop and 
implement a flexible salary policy based on talent and productivity in order to 
create a breakthrough in remuneration for high-quality human resources. This 
strategy can attract local and international talents, which is an essential response 
to the increasing brain drain.

• Positive labor market policies with clear objectives and programs to support 
workers in finding jobs are essential. Standardize information on the labor market 
through public systems to forecast employment trends, create connections between 
training institutions and enterprises, and between enterprises and training institu-
tions with the labor market. For example, for the textile and garment industry, it is 
necessary to issue a development strategy to 2030, with a vision to 2035. This vision 
will then guide enrollment and registration for training institutions in this area. 
Information on labor market demands should be disseminated appropriately.

• In addition, the State needs to provide financial support such as preferential 
loans for high-tech enterprises. This will create opportunities to improve techno-
logical capacity for Vietnamese human resources.

Thirdly, innovate training content and programs at training institutions in the new 
development phase.

• Innovate training models/programs, contents and methods in line with the 
requirements of Industry 4.0 in both technological and management fields. It 
is necessary to pay attention to the regional and international reference frame-
works for qualifications to understand regulations on skills and qualifications in 
each country in order to prepare resources that can compete with regional and 
international labor.

• Train highly qualified lecturers in the fields of 4.0 technology. Promote inter-
national cooperation in training specialties that Vietnam does not have enough 
expert.

• Conducting digital transformation in education and training activities, from 
enrollment, software application for online training, to digitization of training 
material system to create favorable conditions for learners.

• Upgrade facilities and purchase modern teaching equipment in accordance 
with the requirements of new training programs to meet social and corporate 
demands in digital transformation context.
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• Promote cooperation between training institutions and enterprises to develop 
training, retraining and upgrading programs to meet the requirements of enter-
prises, combining classroom training with practical applications at enterprises. 
Develop more interdisciplinary majors to address 4.0 technology. For example, 
it is possible to open majors related to Vietnam’s textile industry such as: mecha-
tronics engineering in textile equipment, applied informatics in the field of 
textiles and garments, e-commerce, fashion design by 3D technology, etc.

Forthly, focus on enterprises - one of the partners that play an important role in 
human resource development to meet the needs of digital transformation.

• Emphasize the close coordination between the state, training institutions and 
enterprises. They are decisive factors for the successful development of human 
resources in the new development period. Accordingly, businesses need to 
determine their development strategy as the basis for human resource develop-
ment and training.

• Actively categorize existing human resources, develop training and retraining 
plans to improve the skills of the existing workforce. Coordinate with training 
institutions to update workers’ knowledge of science and technology, especially 
knowledge related to information technology application, digital transforma-
tion, automation, information management and data analysis to be able to oper-
ate new technologies and effectively use the intelligent supply chain created in 
Industry 4.0. Rotate jobs to form a versatile human resource team. Enterprise can 
be proactive and flexible in responding to the changing needs of workers’ skills.

• Create opportunities for internship at enterprises so that students can have access 
to new technologies. Create a positive working environment with good remu-
neration and promotion opportunities to encourage employees’ creativity as well 
as to attract high-quality labor force.

3. Conclusion

Digital transformation has become an inevitable trend, creating many 
 opportunities and challenges for businesses in general and Vietnamese textile and 
garment enterprises in particular. With the approach to human resource development 
is the process of creating and using comprehensive human capacity for economic 
progress and self-growth of each person. Through different synthetic research meth-
ods, the research results show that the labor force of Vietnam’s textile and garment 
industry is abundant, easy to train, young in age—creating opportunities for busi-
nesses to accelerate the digital transformation process.

Quality of human resources has been gradually improved, the percentage of 
trained workers has increased… However, a shortage of human resources, especially 
skilled human resources; unreasonable structure of labor qualifications and limited 
technological capacity to meet the requirements of Industry 4.0 are major challenges. 
This observation can be generalized to the human resource situation of some eco-
nomic sectors in Vietnam, especially in the new development period.

Therefore, in order to meet the digital transformation requirements, it is necessary 
to synchronously conduct a system of solutions to develop human resources in general 
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and Vietnam’s textile and garment human resources in particular, including: (1), 
develop and issue policies to support, attract and train managerial and technical staff 
as well as direct workers; (2) strengthen the link between schools and businesses in 
innovating training content and programs; (3) attract investment and promote inter-
national cooperation in training high-quality human resources; (4) enhance the role 
of enterprises in using the comprehensive human capacity to promote the country’s 
socio-economic development.

© 2022 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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Chapter 4

Effective Leadership for Knowledge 
Sharing by Enterprise Social 
Networking (ESN) during Crisis
Yanghua Zhou

Abstract

This chapter explores effective human resource development strategies during 
and post-crisis. Particularly, during the COVID-19 pandemic crisis, the remote and 
hybrid measures taken by multinational corporations (MNCs) play a significant role 
in the development of people. According to previous literature, the internal enter-
prise social network (ESN) of MNCs, localization of human resources in overseas 
subsidiaries, and flexibility and resilience of human resource systems have a positive 
impact on people’s development during this crisis. Leadership has a moderating effect 
on using the internal ESN for remote learning, people development performance, and 
organizational resilience building via crises. Based on a literature review and theo-
retical analysis, this chapter puts forward several propositions to clarify the kind of 
leadership and leadership competencies that positively influence knowledge sharing 
through ESNs and organizational resilience innovation. Suggestions for leadership 
development. This chapter serves as a good reference for both business professionals 
and academic researchers. It provides original suggestions for both MNCs and small 
and medium-sized enterprises.

Keywords: leadership, enterprise social network, hedonic and utilitarian motivation, 
learning, pandemic, organizational resilience

1. Introduction

The COVID-19 pandemic has seriously influenced society in terms of health, 
economy, family, and travel. The pandemic has negatively impacted many facets of 
business, including human resource development, knowledge sharing and learning, 
business travel, and supply chain logistics. This crisis prompted us to seek innovative 
solutions to raise organizational resilience to better adapt to uncertainty in a continu-
ously changing environment.

According to ref. [1], among the international human resource management 
(IHRM) insights for navigating the COVID-19 pandemic, distance and boundary 
issues exist for MNCs. It proposes three domains for future IHRM research: managing 
uncertainty, facilitating international and even global work, redefining organiza-
tional performance, and providing insights from international leadership in MNCs 
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(adaption, integration, and direction). Similarly, in ref. [2], the relationship between 
enterprise social network (ESN) and senior leadership was discussed. Using struc-
tural equation modeling (SEM) analysis and 347 respondents from 12 MNCs, this 
study concludes that it is important to use ESNs to exchange cross-border knowledge 
in the post-COVID-19 period, and senior leadership support plays a moderating role 
in raising the knowledge-sharing effect.

Unfortunately, no specific research exists on the kind of leadership that has such 
a moderating effect and how it impacts knowledge sharing through ESNs at various 
enterprise scales in different countries. Hence, this chapter explores this issue and 
addresses this gap.

2. Previous literature

To raise the learning effect of organizations and better develop human resources, 
especially during the COVID-19 pandemic, scholars have conducted extensive 
research on ESN and leadership. The next section presents the latest research results 
on these topics.

2.1 ESN and its impact factors

Online ESNs are important for employees in dispersed locations and are used for 
knowledge management and transfer activities among subsidiaries in various coun-
tries. They are primarily used by two groups: knowledge contributors and knowledge 
seekers for the creation, dissemination, and consumption of knowledge across 
countries [3].

According to ref. [4], ESNs include those used in public and private firms 
(Facebook, Twitter, WhatsApp, and Google+), and professional ESNs (Yammer, 
SharePoint, Salesforce, etc.). With 115 ESN users’ responses, using SEM and partial 
least squares (PLS) analysis with 115 ESN users’ responses, the study results indicate 
that using an ESN to share knowledge has a significant and positive influence on 
employees’ productivity. Moreover, the decision to use an ESN is significantly influ-
enced by hedonic motivations rather than utilitarian ones [4]. Hedonic motivation 
refers to intrinsic motivation that emphasizes enjoyment, play mentality, fantasy, 
entertainment, and stimulation. Utilitarian motivation refers to motivation based on 
economic purposes such as rewards and benefits [4]. Using SEM and PLS analysis, 
the results of ref. [5] indicate that the extent to which an ESN that supports the drive 
to comprehend, acquire, bond, and defend starkly influences employees’hedonic 
motivations. Hedonic motivation has a much stronger impact on use continuance than 
normative motivation.

In ref. [6], the author concludes that knowledge-sharing reward systems are 
influenced by the dominant type of learners (avid or impressionable), ESN structure, 
and digitization effect.

Reference [7] explores the use of ESNs in medium-sized enterprises. Using a 
survey of 41 employees from different departments of an Italian company, the study 
found that the limited number of active users was a key obstacle to the effective use 
of ESNs. The purpose of using ESN should be explained better. The company seeks 
efficiency and speed, but trust, collaboration, tolerance toward mistakes, and trans-
parency are overshadowed. The specific factors that impact the use of ESNs are listed 
in Table 1.
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Dimension Aggregated factor/category Identified enablers/drivers (+) or inhibitors/barriers (–)

Technological Platform Quality Ease of use (+)

Integration with existing system (+); and lack of 
integration (–)

Accessibility (+)

Limitation of platform features (–)

Competing technologies (–)

Perceived Security Confidential information leakage concerns (–)

Organizational Top management support Top management commitment (+); and lack of 
involvement (–)

ESN Strategy Lack of well-defined purpose (–)

Lack of coordination of group efforts (–)

Lack of enforcement (–)

Facilitating conditions Reward system (+)

Policy (+)

Awareness campaigns (+); and lack of awareness (-)

Lack of alignment with key performance (–)

Country culture distance (-)

Size and Structure Geographical/temporal distance (–)

Social Critical mass Critical mass (+); and small user base (–)

Reciprocity Reciprocity (+)

Lack of feedback from others (–)

Information Quality Quality contribution (+); and irrelevant information (-)

Information overload (–)

Task characteristics Task uncertainty (+)

Social climate Collaborative norms (+)

Tolerance to failure (+)

Supportive community members (+)

Negative social climate (–)

Sense of connectedness Sense of connectedness (+)

Social ties Existing preferred relationship (–)

Individual Personality Reputation (+)

Enjoyment of helping others Enjoyment of helping others (+)

Personality Sociable personality (+)

Incompatibility with personal values (–)

Time Lack of time (–)

ESN self-efficacy Lack of ESN skills (–)

Knowledge self-efficacy Lack of knowledge self-efficacy (–)

Source: [8]

Table 1. 
Factors influencing ESN use.
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2.2 Leadership

Leadership has been extensively studied and approached from many perspec-
tives, including cultural influence, organizational characteristics, leadership 
styles, leadership traits, gender, and ethnicity [9]. There are several categories of 
leadership: leadership in enterprises, education, government, sports teams, and 
family. The knowledge creation leadership-related theory purports to the existence 
of centralized, decentralized, and situational leadership [10]. Leadership is also 
influenced by organizational culture. During the COVID-19 crisis, scholars analyzed 
the various leadership roles and their influence on building better organizational 
resilience.

2.2.1 Leadership competencies, capabilities, and strategies

Some scholars have explored competencies, capabilities, and strategies of leader-
ship to discover which leadership factors have a positive impact during a crisis. Using 
PLS-SEM to analyze quantitative data (interviews with 20 experts), [11] the results 
show that inclusive leadership benefits organizations during a global crisis. This is a 
significant moderator in the relationship between organizational inclusion and orga-
nizational citizenship behavior. According to ref. [11], inclusive leadership includes 
the following items and themes: the manager creates an ecosystem where employees 
feel a sense of belonging and trust; the manager believes that diverse thoughts lead 
to better performance; the manager promotes a culture of respect for diverse opin-
ions and clarifies his team’s differences in the organization; the manager values and 
shows appreciation, embracing the differences in opinions and ideas at work; and the 
manager promotes open communication within the team.

In ref. [12], leadership competencies and human resource development during a 
crisis were studied. It shows leadership best practices during normal times and times 
of crisis (see Tables 2 and 3).

Stephanie [14] discusses the relationship between leadership strategies and com-
munication implications during the COVID-19 pandemic. It is considered effective 
for leaders to deliver prompt responses that hasten people to act and communicate in 
situational, behavioral, and adaptive leadership.

Jamie [15] also analyzes leadership strategies and summarizes 13 crisis-ready 
leadership strategies for the COVID-19 pandemic (Table 4).

Based on 120 questionnaire surveys and SEM analysis, leadership capabilities 
and organizational resilience were found to contribute significantly to higher private 

Leadership Practices in Normal Times Leadership Roles in Times of Crisis

Model the Way Sense maker

Inspire a Shared Vision Technology Enabler

Challenge the Process Emotional Stability and Employee Well-being

Enable Others to Act Innovative Communication

Encourage the Heart Maintain Financial Health of the Organization

Source: [12]

Table 2. 
Leadership best practices in normal times vs. times of crisis.
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learning institutions’ performance [16]. Leadership capabilities also strongly promote 
performance. However, the specific styles or capabilities of leadership were not 
mentioned in this study.

2.2.2 Leadership’s effect on learning and working

Some scholars have conducted research from the viewpoint of increasing the 
learning effect of organizations, human resource development, and knowledge shar-
ing or transference. Nussbaum et al. [17] confirm the moderating effects of leadership 
and analyze whether and how work autonomy, supporting leadership, and human 
resource factors influence creativity and innovation in organizations. In this study, 
126 responses from knowledge-intensive and innovation-driven Swiss organizations 
were collected and a hierarchical regression analysis was conducted. The results 
indicate that work autonomy and appropriate leadership behaviors are only enablers 
of creativity if they are combined [17].

In ref. [18], the motivation and evaluation facets of leadership in learning were 
analyzed. Using the adaptive cycle of the resilience model, the authors searched 
for motivational factors for improving adaptivity and avoiding falling back. 
They state that managers can use education to reach the organization’s objectives 
through cooperation, implementation, and innovation and improve the learning 
process.

In ref. [19], the authors conducted an organizational culture inventory analysis 
and a case study on how culture, leadership, and engagement helped a small business 
survive during the pandemic. These findings indicate that cultural elements in the 
workplace contribute to company sustainability. According to the authors, focused 
leadership styles are crucial for company survival during pandemics. However, 
embracing ongoing leadership development with a focus on establishing strong and 
system-wide organizational core values is a challenge [19]. It also emphasizes the 
importance of fostering and maintaining a constructive workplace culture as well as 
empowering employees to grow and develop within their unique areas of organiza-
tional responsibility for effective workplace autonomy.

Leadership practice Operating definition

Model the Way Clarify values and set the example through finding own voice, affirming and 
personifying shared values, and reflecting on action.

Inspire a shared Vision Envisioning the future through: imagining the possibilities, finding a common purpose, 
and enlisting others by appealing to common ideals and animating the vision.

Challenge the Process Searching for opportunities and taking risks through: seizing initiatives, exercising 
outsight, generating small wins, and learning from experience.

Enable Others to Act Fostering collaboration and strengthening others through: creating a climate of trust, 
facilitating relationships, enhancing self-determination, and developing competence 
and confidence.

Encourage the Heart Recognizing contributions and celebrating values and victories through expecting the 
best, personalizing recognition, creating a spirit of community, and being personally 
involved.

Source: [13]

Table 3. 
Five practices common to personal-best leadership practices.
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2.2.3 Gender differences in leadership and attitudes during a crisis

To raise organizational resilience in a crisis, some scholars have researched leader-
ship’s role from the perspective of gender. In ref. [20], the authors found that women 
leaders were more risk-averse than men leaders in the domain of human life; however, 
in the domain of the economy, these women leaders were clearly prepared to take 
more risks than men leaders. The authors state that men are task-oriented and women 
are likely to be interpersonally oriented. Female national leaders are more transforma-
tional and act more quickly to localize their economies than their male counterparts 
do. They had clear, empathetic, interpersonal, and decisive communication styles. 
They also showed a tendency to build and nurture new relationships with others [20].

1. Plan and prepare Anticipate major events, assess risk, specify areas of concern, identify warning signs and 
trigger points to mobilize action. Integrate risk communication into planning, make it part 
of training and preparedness exercises and embed it as part of harm mitigation strategies.

2.  Narrate a clear-
sighted strategy

Narrate the strategy for how the threat is to be addressed and the role people can play. Set 
the tone from the top, and lead by example. Don’t give mixed messages.

3. Meaning-making Describe the risk, explain and contextualize its significance at opportune moments of 
public connection.

4. Direction giving Give clear, coherent, concise and comprehensible decision-relevant information and 
instruction. Emphasize efficacy.

5.  Differentiating 
people’s needs

Obtain, understand and address the varying information and support needs, preferences, 
and concerns of different individuals, groups, and cultures.

6.  Credibility and 
trustworthiness

Show competence and commitment. Align with credible sources and use experts well. 
Communicate in ways that build trust. Do not over-protect or promise, do not stretch the 
truth. Be accountable.

7. Transparency Make information ascertainable, comprehensible, and verifiable in a timely way.

8. Openness Be candid, honest, and factual. Accept uncertainty. Enable critical input, and allow hard 
truths to be aired. Admit mistakes, and apologize when getting them wrong. Be receptive to 
and listen to external concerns.

9.  Partnership and 
coordination

Establish networks integrating internal and external members and agencies at all levels. 
Identify the needs of stakeholders, partner up, and provide support where it is needed. 
Work together with communities, coordinate and pool respective strengths and resources.

10. Empathy Show situational awareness. Acknowledge and respect others and show that feel as they do. 
Do not be aloof and dismissive.

11.  Solidarity  
Express solidarity

Emphasize and enact a sense of “weness”, identify that everyone is “ in it together” 
including leaders “at the top”. Share the burden of risk and responsibility for dealing 
with it.

12.  Be responsive  
and adaptive

Act quickly and decisively. Continuously evaluate and update plans and impacts 
and react promptly to change. Conduct dynamic risk assessments to identify wider 
interdependencies, needs and practical constraints. Involve stakeholders at all stages.

13.  Media 
engagement 
across traditional 
and digital 
platforms

Initiate lines of communication. Meet the needs of the media. Monitor sentiment, interact 
with and proactively engage across traditional and digital platforms and technologies.

Source: [15]

Table 4. 
Thirteen pandemic risk leadership strategies and guidelines.
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Eichenauer et al. [21] explore the relationship between supervisory leadership 
and gender during COVID-19 and the results indicate that communal leadership is 
highly important during a crisis. Women were not more communal than men when 
managing crises and perceptions of leadership did not depend on supervisors’ gender. 
However, evaluations of women’s competence were more directly related to their 
display of communal behaviors than those of male supervisors [21].

The reflections of five female higher education leaders on the COVID-19 pan-
demic were analyzed in ref. [22]. Based on these five cases, the authors propose 
three implications for both human resource and leadership development: 1. Creating 
professional development programs at multiple levels (individual, group, organiza-
tion, and society) that challenge the norm; and 2. leadership during a crisis neces-
sitates a sense of timing and the ability to toggle among a range of directive/agentic 
and collaborative/nurturing styles, and 3. Concerning gender bias, human resource 
development research, and practice have not only an opportunity but also an obli-
gation to investigate, discover, and create research and interventions that disrupt 
the organizational inertia that defaults to a preference for the masculine style of 
 leadership [22].

2.2.4 Leadership in government

Craig [23] analyzed the language of leadership in such a deadly COVID-19 
pandemic. The authors discussed the politics of pandemic speech and stated that 
when leaders do not know what they do not know, the risk of pretending to be 
knowledgeable ramps up communication in a crisis. Leaders should consider a mes-
sage that can be inferred from their words and not use intemperate language during 
a crisis [23].

The government’s leadership and collective action in Africa’s COVID-19 
response were analyzed in ref. [24]. According to ref. [24], compared to personal 
freedom during the pandemic in the US and the UK, Africans are more likely 
to accept the value of personal sacrifices, such as increased hunger for the pub-
lic good. Collectivism is a drawback, from the perspective of a pure economy. 
However, from the healthcare perspective, a sense of collective belonging and in-
group obligations is beneficial. Africa’s strong government leadership during this 
crisis includes the African Union’s three principles: science informs decisions; rapid 
action; and not only medical but also other facets like funding and food security 
need a response [24].

Montiel et al. [25] also analyzed the language characteristics of pandemic leader-
ship by mapping political rhetoric. Using a sample of 1201 publicly available speeches 
from 26 countries, Ref. [25] maps national leaders’ political rhetoric during the 
COVID-19 pandemic. This helps us to understand global pandemic leadership in an 
unequal world and political psychology [25].

Maak et al. [26] analyzed case examples of political leaders and pointed out the 
fault lines of leadership: narcissism and ideological rigidity. It compares narcis-
sism, compassion, evidence-based decision-making, and ideological rigidity to 
show the differences between destructive and responsible leadership. It also pro-
posed some opinions on leadership developing systemic thinking and the ability to 
mirror environmental complexity, reflective and critical thinking, and the ability 
to update one’s view when evidence changes, reasoning and ethical skills, and 
thus, the ability to evaluate and judge one’s decisions in the context of the greater 
good [26].
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2.2.5 Transformational leadership

Transformational leadership is a crucial leadership style when leaders face risk and 
uncertainty. Trudel et al. [27] analyzed transformational leadership and its influence 
on teacher resilience during the COVID-19 pandemic. Using a case study based on 
in-depth interviews, this chapter presents an analysis of transformational leadership 
to support teachers during disruptive change [27].

Han et al. [28] analyze how transformational leadership affects knowledge-
sharing intentions. Using SEM, the results of 426 samples from South Korea indicated 
that transformational leadership has a significant and direct effect on psychological 
empowerment and organizational commitment. This mechanism is illustrated in 
Figure 1.

2.2.6 Other styles of leadership

Rahul [29] obtained 205 cross-sectional data points from Indian IT employees, 
and the results indicated a positive relationship between leadership trust and commu-
nication, decision-making, integrity, and motivation. This shows high levels of trust 
among IT employees during the COVID-19 pandemic [29].

Klebe et al. [30] used a vignette study (257 samples) and a cross-section survey 
(196 samples). These results indicate that health-oriented leadership is important for 
the health of followers affected by crises. It also has a positive relationship with job 
performance [30].

Carvalho [31] conducts a theoretical analysis of the power of love in leadership 
and states nine propositions: It adopts the concept of the AGAPE and understands it 
from religious, philosophical, scientific, and political perspectives. It also describes 
the relationship between AGAPE-based leadership and authentic, ethical, spiritual, 
transformational, and servant leadership. The author’s analytical model of leaders’ 
AGAPE behaviors includes humility, forgiveness, self-sacrifice, emotional control, 
impartiality, and empathy [31]. It also proposed the antecedents of leaders’ AGAPE: 
leaders’ self-evaluation + (positively related to leaders’ AGAPE), leaders’ narcissism 
(negatively related to leaders’ AGAPE), leaders’ Machiavellianism, leaders’ self-
transcendent values +, and leader ecosystem motivational system +. Furthermore,  
it discusses the mediating processes of leaders’ AGAPE: follower commitment 
to, and trust in, the leader. In addition, it proposes the moderating processes of 
leaders’ AGAPE: follower power-distance orientation and follower attachment 
style [31].

Figure 1. 
Path model for relations among latent variables.
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Dewi [32] analyzed digital leadership during the COVID-19 pandemic. Using 
logistic regression analysis with 1899 Indonesian managers as samples, the results 
indicate that digital leadership is a strong predictor of psychological well-being. 
According to ref. [32], the skills, attitudes, and competencies of digital leadership 
have significant and positive effects on psychological well-being, but the behavioral 
dimension does not.

According to ref. [33], digital leadership refers to leaders’ ability to create a clear 
and meaningful vision for the digitalization process and their capability to execute 
strategies to actualize this vision. It requires leaders to integrate the business per-
spective and digitalization agenda to ensure that every member of the organization 
is engaged in the digitalization agenda and to build the digital skills needed for the 
digitalization processes [33].

Gheerwo [34] presents the concept of creative leadership and three attributes of 
creative leadership: empathy, clarity, and creativity. According to ref. [34], the next 
stage of research is neuroscience: brain plasticity, neural connectivity, and emotional 
intelligence theory.

Shekshnia [35] discusses indirect leadership and states that UK chairs provide 
exemplary leadership by displaying the attitudes and behavior they expect others to 
follow.

2.2.7 Leadership development

Bawany [36] mentioned the development of disruptive digital leadership in the 
post-pandemic era. Disruptive digital leadership competencies include disruptive 
mentality (innovative-driven), visionary and entrepreneurial skills (creativity), 
cognitive readiness and critical thinking (mental agility), resilience and adaptability 
(change agility), empathy and social skills (people agility), and driving success 
(result agility) [36].

Levy [37] analyzes the perceived leadership chance of the host, third, and parent 
nationalities of MNCs and concludes with their differences. This also contributes to 
the development of leadership. Chaturvedi [38] conducted a thematic analysis using 
NVIVO for effective leadership development. It summarizes the categorization of 
identified factors under organizational elements from people, systems, psychological, 
operational, and informational aspects.

3. Theoretical analysis and propositions

Some conclusions have been stated in previous literature regarding the leader-
ship competencies or capabilities needed to deal with a pandemic environment and 
improve organizational resilience. First, a crisis may cause employees to experience 
anxiety as they easily become nervous and upset. Therefore, emotional stability and 
employee well-being play crucial roles in uncertain situations [12]. Second, during a 
crisis, leaders must assess risk, identify warning signs, and trigger points to mobilize 
action [15]. Hence, the strategy of “plan and prepare” is a significant competency. 
Third, communication becomes more important during periods of uncertainty. The 
external environment continuously changes. New problems and policies have arisen 
almost daily. Employees will benefit significantly if leaders are willing and able to 
narrate a clear-sighted strategy to address the threat and role they can play [15]. 
Hence, this is another capability of leaders during a crisis. Fourth, urgent situations 
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arise quickly during crises. Employees must consult with leaders to seek solutions 
within a limited period. Under such circumstances, leaders should act quickly and 
decisively. It is better for them to evaluate and update plans and impacts, and react 
promptly to changes continuously [15]. This is also an important leadership capability 
during a crisis.

In addition, according to refs. [27, 28], transformational leadership has a signifi-
cant and direct influence on psychological empowerment and organizational com-
mitment, then facilitates knowledge-sharing intention. It helps a leader to break the 
difficult situation and create a positive change for an organization.

Hence, the proposition on the leadership competencies or capabilities needed 
to deal with a pandemic environment and improve organizational resilience is as 
follows:

Proposition 1: “emotional stability and employee well-being,” “plan and prepare,” 
“narrate a clear-sighted strategy,” and “be responsive and adaptive” are the most 
effective and crucial competencies of leadership during a crisis. The capability of 
transformational leadership is also important in a risky environment.

From the viewpoint of the organization model of MNCs, there are four types 
of organization models: global, international, multinational, and transnational 
[39]. These characteristics are centralized power, high efficiency, high learning and 
knowledge transference effects, decentralized power of decision-making, and higher 
flexibility. The transactional organization model has all the merits of the previous 
three models.

As mentioned in “the previous literature” section, centralized and decentralized 
leadership exist in knowledge creation. The features of centralized leadership include 
planned cooperation, dictatorial conviction, and stable and robust decision-making 
power. Conversely, decentralized leadership involves self-initiative cooperation, par-
ticipative conviction, and mobile power of decision-making [10]. It praises autonomy 
and permits more power and freedom for the team members. In addition, situational 
leadership exists with the characteristics of contingency [10]. Hence, the following 
proposition on the relationship between organizational models and the leadership 
type of knowledge creation is proposed:

Proposition 2: In the post-COVID era, to increase the management efficiency 
of MNCs, it is better for leaders in global-modeled organizations to use centralized 
leadership; in multinational-modeled organizations, leaders may adopt decentral-
ized leadership; in other types of organizational models, leaders may adopt situated 
leadership.

Regarding the efficiency of knowledge sharing by ESN in organizations, previ-
ous literature [4, 5] indicates that hedonic motivation has a much stronger impact 
than other motivations (e.g., utilitarian motivations and normative motivations). 
However, it is unclear what leadership can create or increase employees’ hedonic 
motivations. According to ref. [40], compassionate managerial leadership styles 
could reduce employee stress during the COVID-19 pandemic. Using a qualitative and 
interpretive methodology, via telephone interviews with 30 respondents in Nigeria, 
ref. [40] indicates that compassionate managerial leadership can drive a considerate 
response to employees’ “fear of job security,” “healthcare risk,” and concerns about 
“work overload, underpayment, and delayed payment.” These are considered the 
causes of increased stress during the COVID-19 pandemic [40].

In addition, ref. [31] emphasizes the power of love in leadership. Factors such as 
forgiveness, self-sacrifice, emotional control, impartiality, and empathy help leaders 
build trusting relationships with employees more easily. Therefore, compassionate 
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leadership and the power of love in leadership contribute to increased hedonic moti-
vation. Thus, the next proposition is as follows.

Proposition 3: Compassionate leadership and the power of love in leadership 
contribute to raising learning and knowledge-sharing efficiency through ESN.

As mentioned above, leadership is important for organizational learning, knowl-
edge sharing, and transference by ESN in a crisis. How can we develop and innovate 
better leadership and increase organizational resilience? First, previous literature 
[20–22] on gender differences in leadership shows us the strength of female leader-
ship: more transformational and acting more quickly to lock down their economies, 
more directly related to their display of communal behaviors, and disrupting the 
organizational inertia of preferring a masculine style of leadership.

Second, [37] concluded that employee nationality affects their perceived senior 
leadership opportunities in MNCs. The findings indicate that the structural position 
of parent, host, and third-country nationals in the social hierarchy affects sense-mak-
ing and perceptions of access to senior leadership opportunities. The authors obtained 
data from 2039 employees of seven MNCs in Australia, Japan, and the US from five 
industries (telecommunications, high-technology manufacturing, chemicals, bank-
ing, financial services, and other services). In ref. [37], multilevel confirmatory factor 
analysis with robust standard errors was conducted, and the interactive effects were 
checked. The two specific findings are that host and third-country nationals perceive 
that nationality and location influence access to senior leadership opportunities more 
than parent-country nationals do. The moderating factors–gender, tenure, and educa-
tion–increase the perception gap between parent country nationals and host and 
third-country nationals, although these results are inconsistent [37].

Third, based on the literature on government leadership [23–26], it is easy to 
understand that leadership is influenced by language and country culture. Leadership 
cannot transcend regional culture. In Africa, a collectivist country culture with strong 
centralized leadership is successful. Japan is also a country with collectivist culture. 
Many traditional Japanese MNCs are of a global organization model with a centralized 
power system and high efficiency of decision making.

Conversely, in countries with individualistic cultures, individual needs and 
expectations should be respected. If they are not satisfied, the society in that country 
will lose its stability. Leadership style must be determined according to the cultural 
environment of the country or corporation. Therefore, the following propositions 
were developed:

Proposition 4: It is necessary to consider raising the proportion of female and 
senior leadership opportunities for host and third-country nationals.

Proposition 5: While strong centralized leadership is effective in a collectivist 
cultural country, decentralized leadership is more successful in an individualistic 
cultural country.

4. Conclusion

Based on a literature review and theoretical analysis, this chapter proposes several 
propositions (Figure 2) to clarify what kind of leadership and what competencies of 
leadership have a positive influence on knowledge sharing via ESN and organizational 
resilience innovation. Some propositions were also proposed as suggestions for lead-
ership development. They contribute to human resource management during crisis 
periods from both academic and practical business facets.
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In academic facets, first, this chapter provides some new opinions on the chal-
lenges of people management in the new time, which is also the purpose of this book. 
In the new time, remote working and learning by ESN may be a normal style. How 
to find effective leadership and develop it, and how to raise the learning efficiency 
would be the new challenge for academic researchers.

Second, this chapter analyzes the crucial competencies and capability of leader-
ship for enterprise knowledge learning in a crisis or other uncertain environment. 
Leadership-related research has begun for more than 100 years. The cognition, 
definition, and styles of leadership have changed a lot in the past years. Scholars have 
studied the effect of leadership in education institutes, such as schools or universities. 
Researchers also study the effect and methods of social and experiential learning. 
However, there are very few conclusions on the effect of leadership on enterprise 
knowledge learning or sharing by ESN. This chapter would fill this gap.

Third, the propositions stated in this chapter provide directions for future 
research, although they are not confirmed by cases or empirical data. Are there other 
competencies of leadership for crisis and organizational resilience? How do create 
more approaches to develop them? With the development of organizational models 
of MNCs, what are the new styles of leadership for the new organizational models of 
them? These questions may lead us to do more and better research on leadership and 
its influence on human resource management in the new time.

In practical business facets, for human resource managers, it would be effective 
to develop the crucial competencies of leadership mentioned in proposition 1. These 
help to increase an organization’s resilience to compete against an uncertain environ-
ment or crisis. Compassionate leadership and love in leadership are also significant 
for leaders to raise members’ hedonic motivation for learning or knowledge sharing 
in MNCs. In addition, transformational leadership is strong to risk and can conduct 
revolution in an uncertain environment. It is also worth development.

Figure 2. 
Effective leadership competencies and how to develop leadership.
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Compared with large MNCs, it is more significant for leaders in SMEs to build 
trust, collaboration, and tolerance relationships with employees through compas-
sionate leadership with love to raise their hedonic motivation. According to ref. [7], 
the purpose of using ESN is not explained fully by managers. Moreover, for ref. [41], 
the results indicate a positive relationship between the carrot-and-stick approach 
and motivation. Using a quantitative approach with 12 returned questionnaires, 
the author obtained primary and secondary data from three dairy manufacturing 
Lebanese SMEs and stated that carrot-and-stick transactional leadership motivates 
employees in SMEs [41]. In MSEs, employees are motivated by utilitarian rather 
than hedonic motivations to use ESN. Hence, leaders in SMEs may not only fulfill 
transaction leadership to maintain the utilitarian motivation of employees but also 
actively try to raise their hedonic motivation, so that they feel they are respected 
and cared for and have more fun and interest in using the SEN to communicate on 
learning.

From the perspective of gender, human resource managers may pay great attention 
to fostering female leaders and gradually fulfilling their leadership, especially through 
knowledge learning and sharing programs. There is some default recognition that 
people prefer male leadership or that male leadership is better than female leader-
ship. However, from research on female leadership in crises, we can find the merits of 
female leadership, such as being more transformational and acting more quickly than 
male leadership. Managers may create such a workplace environment and organiza-
tional culture to better accept female leadership.

With the advancement of localization in MNCs, an increasing number of local 
employees have been promoted and have entered the management layer of overseas 
subsidiaries. Some MNCs recruit hosts or third-country nationals to their managerial 
positions. Their proportion has been increasing. Doing this not only provides addi-
tional leadership opportunities to host or third-country nationals but also gives them 
more decision power and raises their job motivation. It shows the trust and expecta-
tions of relational psychological contracts from the parent country headquarters. This 
benefits many facets of MNC organizations, such as building a better organizational 
culture, improving the relationship between headquarters and overseas subsidiaries, 
corporate governance, decreasing dishonest and illegal behaviors, raising productiv-
ity quality, and organizational resilience to crises.

Leadership is influenced by both organizational culture and the country’s 
culture. Leadership can also influence an organization’s culture. When developing 
effective leadership for knowledge sharing and learning via ESN during or after a 
crisis, it would be better to identify the outside cultural environment of the country 
or region and confirm the present organizational culture.

Regarding government leadership, the language of leaders’ speeches plays a crucial 
role. Likewise, language is also important for leadership in enterprises. Especially dur-
ing a crisis, firm leaders’ language may change an individual’s feelings, psychological 
well-being, attitudes, and even behaviors. These findings are also worthy of attention.

This study has some limitations. First, case studies and quantitative approaches 
were not conducted to confirm the propositions. Future research could obtain more 
specific empirical data to make conclusions more persuasive. Second, it would 
be better to analyze the moderating effect of leadership on knowledge sharing or 
transference through ESN from the perspective of network organizations; MNCs 
are network organizations. However, SMEs are not although they have implicit 
personal networks or informal organizations. Hence, the differences in leadership 
influence between MNCs and SMEs are worthy of considering in future research. 
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Third, many leadership styles have been mentioned in the literature, such as trans-
formational, creative, inclusive, trusting, disruptive digital, and health-oriented 
leadership [11, 27–29, 32, 34, 36]. Future research may explore the competencies of 
these  leadership styles and further clarify their influence on knowledge sharing and 
learning by ESN.
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the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
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Chapter 5

Remote and Hybrid Working 
during Crisis: Challenges and 
Implications for Employee 
Development in Africa
Deseré Kokt and Crispen Chipunza

Abstract

The emergence of the COVID-19 pandemic in 2020 and the associated lockdowns 
imposed by governments exposed disparities in how organisations on different 
continents were prepared for unplanned uncertainties. While the global north 
organisations, with their advanced adoption of 4IR technologies, quickly moved in to 
find affordable ways to ensure business continuity, adjustments by organisations in 
the global south were challenged by lack of modern advanced affordable technologies. 
The abrupt adoption of technologies associated with the fourth industrial revolution 
[4IR] in the global south meant an increased emphasis on remote working - a concept 
that has been taboo, especially in South Africa. The adoption meant fitting into a new 
world of work, which requires agility, re-learning, and de-learning of skills. The chap-
ter aims to unpack the work challenges organisations face in times of crises and what 
it means for employee development in an African context.

Keywords: remote working, hybrid working, fourth industrial revolution [4IR], Africa, 
new world of work, employee development

1. Introduction

The new world of work, which has evolved mainly due to globalisation, the 
internet and the evolution of 4IR technologies, has generated an altered reality for 
both organisations and employees. Broad trends that have emerged in the new world 
of work include increased virtualisation and digitalisation, more part-time employ-
ment [or gig work], people working from home or any other location and employees 
being more frequently connected to their jobs than ever before [1]. The advent of the 
COVID-19 pandemic and the subsequent lockdown of economies have brought about 
increased remote and hybrid working. Current realities in the new world of work will 
subsequently be unpacked, as well as the concepts of remote and hybrid working fol-
lowed by the need for continuous employee development in the African context. The 
chapter is informed by a literature review and desktop search of the current realities 
that inform the complexity of remote and hybrid working in an African context.
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2. Current realities in the new world of work

In the 1980s telecommuting became a way of helping employees manage and 
balance work and family responsibilities. Over the years, telecommuting grew as 
technology advanced and economic systems evolved as a result. With the advent of 
COVID-19 global remote working became the new universal ‘norm’. Prior to Covid-
19 remote working was not a common practice, especially in the African context. 
Reports on South Africa indicate that 21% of professionals worked from home before 
the pandemic. The number increased to 79% during the pandemic [2].

The Gartner poll indicates the likelihood of more employees working remotely 
either full-time and/or part-time. According to Lavelle [3], 74% of CEOs interviewed 
planned on shifting at least 5% of employees to remote working. Amazon also 
announced its intention to create 3 000 work-from-home positions in South Africa 
[4]. Amazon is experiencing a boom due to increased online shopping, which has led 
to the creation of work-from-home jobs on a global scale. This shows that companies 
are contemplating remote working to a greater extent than before the COVID-19 
outbreak.

The Gartner poll surveyed 145 CFOs and senior financial managers during 
April 2020 and found that most (51% of respondents) were expecting up to 30% 
decline in revenue. The respondents also showed caution in contemplating long-
term investments. The findings further indicate that 55% of organisations intend 
to redesign roles, supply chains and workflows and that geographic diversification 
and investment in secondary markets were envisioned to mitigate and manage 
risk in times of disruption. These developments imply that a more complex busi-
ness environment is likely to evolve, which can impact the operational models of 
organisations [5].

Results of the Gartner poll further indicate that 32% of companies were contem-
plating the replacement of full-time workers with contingency workers [6]. This 
places more emphasis on the prevalence of gig workers, which is already a trend in 
the new world of work. Gig employment, something that has not really existed in the 
African context is likely to become more prolific. This implies more part-time work 
as opposed to fix-term employment. The notion of gig work and/or part-time work is 
a contentious issue in the South African context where workers and especially unions 
push for full-time and fixed employment contracts.

Working remotely requires integrated and customised information technology 
(IT) systems to enable companies to not only enable remote working but also to track 
the work employees are performing. In this sense, the Gartner poll also showed that 
companies are increasingly using technologies to assist them - 16% of employers 
indicated that they have increased the use of technology to track work, computer 
usage and the emails and internal communication of employees.

This notion is supporting the central role of IT in organisations – which is likely to 
become more pronounced given that organisations require customised IT systems to 
run their operations [7]. Also, the IT and engineering professions are propelling the 
new world of work. Engineers are devising technologies on various platforms, e.g. 
nanotechnology, building rockers and spaceships for galactic travel (notably Virgin 
Galactic and SpaceX), autonomous vehicles (e.g. Tesla) including the planned Mars 
expedition of 2022 spearheaded by the tech entrepreneur, Elon Musk [8, 9]. These 
engineering advances need IT professionals to programme the systems. In fact, the 
programming of smart and integrated systems drives innovation on a global scale 
(e.g., Amazon) and programming is a key skill.
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Remote work has implications for managers. Apart from the people skills required 
from managers, they need to be flexible and have the necessary soft skills to motivate 
and support staff. Managers also need to have digital skills to comprehend the sys-
tems involved in remotely managing and supporting staff. Employees also demand 
increased transparency—this was already apparent prior to COVID-19 [5]. In fact, 
the ways in which managers and organisations treated employees during COVID-19 
can have implications for the employer of a choice strategy of organisations and 
ultimately talent management.

According to the research of Bersin [10] deep layoffs, especially in times of crises, 
have dire consequences for the future sustainability of organisations. This is mainly 
due to the loss of critical skills. A loss of critical skills impacts negatively on customer 
and stakeholder relationships, thus affecting the future viability of organisations. In 
addition to this, employees that were not retrenched go through a ‘survivor syndrome’ 
where they contemplate whether they will be next. This creates a less than conducive 
work environment where employees experience psychological stress that can have 
a significant impact on their engagement, motivation and commitment. It is thus 
pertinent that leaders show they care for their employees. Digital transformation 
driven by the various 4IR technologies is the future and organisations do not have any 
other option but to adapt to its demands, thus necessitating leaders and managers that 
are able to act as change agents spearheading this new reality.

3. Remote and hybrid working

Remote working can be characterised by working in a highly flexible environ-
ment where telecommuting, teleworking, virtual work, distributed work or distance 
work is the norm [11]. Remote working involves flexible work arrangements that 
allow employees to work from home or any other locality but not the central office. 
With this arrangement, employees do not have physical contact with their colleagues 
except for an online connection. Hybrid working is when employers expect workers 
to commute to the workplace during specified times – thus incorporating remote 
working and at times being office-based.

Remote working is not something new and has existed for decades, especially 
in the United States of America [USA], where around 3.9 million employees were 
working from home before the outbreak of COVID-19 [12]. An engineer Jack Nilles 
is believed to have coined and introduced the term ‘telecommuting’ in the 1970s. 
This was necessitated by the oil crisis that hits the USA in the 1970s and the idea that 
employees could work remotely to continue with production [13].

3.1 Challenges of remote and hybrid working

Remote and hybrid working can be an exciting prospect for employees who 
seek flexibility, but it can also result in psychological well-being challenges for 
others. Research by Russell [14] indicates that remote working has the potential to 
result in ‘no work boundaries’ that might ultimately lead to increased job stress, 
depression, anxiety, loneliness and isolation mainly caused by a deprivation of 
social contact [15–17].

Remote working can, however, benefit employers as the best talent can be sourced 
in an international sphere. Working hours are flexible and employees have greater 
autonomy and less office interruptions [18]. Pertinent challenges related to remote 
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working involve the likelihood of higher costs due to having a home office, employees 
that lack digital skills may find the work challenging, and team spirit may suffer as 
there are limited network opportunities that may cause psychological health to suffer 
as a result.

Compared to traditional employment, modern employees are expected to work in 
technological advanced environments. This means the nature of jobs changed from 
using predominantly manual approaches to performing jobs that are more mentally 
and emotionally demanding [19]. These realities are likely to have significant impli-
cations for organisations. The post-COVID-19 world is likely to generate more gig 
work, as well as more employees working from home. Gig work is based on skills and 
individuals that work from home need to have the proper systems in place to perform 
their jobs, notably internet connectivity, laptops, etc. Gig work is likely to exacerbate 
already existing inequalities, especially in the South African and African context.

Further challenges include managing one’s own schedule and time, blurred lines 
between personal and professional life, distractions, reduced supervision and direc-
tion, social isolation, working in pyjamas and lack of motivation and long-term 
vision. This will be discussed below.

According to Al-Habaibeh, Watkins, Waried and Javareshk [20] managing one’s 
own schedule and time is one of the many challenges faced by employees working from 
home. Remote workers have the freedom to manage their own time meaning they 
need to take responsibility for performing their jobs. The concept of ‘normal business 
hours’ remains a global business practice for most organisations as it relates to effi-
cient time management. Specified work hours create personal and work boundaries 
for employees, which separates work from personal interests. Furthermore, without 
proper time management and scheduling, many employees are likely to relax more 
and work less hours as expected by the employer. Employees might procrastinate 
and postpone work to ‘later’. This can create work and personal conflict. Therefore, 
employees should try to have time structures in place for each day of the week work-
ing from home [21].

Gibbs, Mengel and Siemroth [22] note that blurred line between personal and profes-
sional life is a challenge as there is no geographic division between work and personal 
space. Ideally, home is a place where employees relax, feel safe and have security. As 
far as remote work is concerned, employees can easily forget the work and not meet 
work deadlines. Furthermore, Janza [23] mentions that some remote workers have 
indicated that they are never ‘off the job’. This means they feel a compulsion to always 
check emails or get ‘just one last thing done’. In other words, some remote workers 
might not find it easy to knock off and relax whilst others might continue working.

Another challenge identified by Nyberg et al. [24] is distractions. Employees 
can have a schedule or workspace but being productive during work hours can be a 
challenge due to unplanned or unwanted distractions. Home surroundings such as 
television, favourite books, laundry, dishes, child responsibilities and many more 
can easily become distractions. Noise cancelling headphones can help avoid auditory 
distraction and should therefore be considered. It is important that employees create 
and maintain a firm barrier between work and home life. Family members should 
respect working time at home as they would respect working time at the office.

Reduced supervision and direction is a challenge for some remote employees identi-
fied by Toniolo-Barrios and Pitt [25]. Many employees at the office complain about 
the supervision and direction from their managers but managers serve a crucial role 
in directing employees on what should be done including timeframes, supervising 
tasks and daily job responsibilities. Direction and supervision are important so that 
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managers can provide effective feedback to employees on their progress and job 
execution. Employees working from home receive less supervision and direction, 
which can influence job performance. Parker et al. [26] mentions that 29% of manag-
ers question whether employees have the required knowledge to do their jobs from 
home while 27% noted their employees lacked essential skills to properly execute their 
jobs from home. Male managers were also found to be warier than female managers. 
Fifteen per cent (15%) of female managers indicated that they lacked confidence in 
their remote employees whereas 36% of male managers had little trust in their remote 
employees’ skills [26].

Toniolo-Barrios and Pitt [25] further state that social isolation is a challenge 
that cannot be ignored. Humans are social beings that need to interact with others. 
However, working from home takes away the social aspect of the workday and this 
might result in loneliness and/or psychological frustrations. Technology, such as 
Zoom, can make remote work more interactive but it cannot replace face-to-face 
interactions. Working in pyjamas is a challenge that many remote workers take for 
granted. Working in pyjamas is easy for most employees because they do not have to 
wake up early and dress for the office. A study conducted by Adam and Galinsky [27] 
in the Journal of Experimental Social Psychology found that people perform job tasks 
better when wearing clothes with ‘symbolic meaning’. For example, doctors perform 
better at their jobs while wearing lab coats. Thus, working in pyjamas is not recom-
mended for any employee because pyjamas and sleep are strongly connected in most 
people’s minds. Moreover, bathing and feeling clean improves most people’s profes-
sionalism and performance.

Davis [21] reckons that lack of motivation and long-term vision can also be a 
challenge to the remote workers. Being surrounded by the career-driven energy 
of ambitious and passionate colleagues around the office rubs off and can inspire 
colleagues to be more productive and motivated. However, working from home 
eliminates this energy and some employees might become lazy, unmotivated, and 
thus underperform.

3.2 Challenges of remote and hybrid working in Africa

The development of Africa, which has always lagged makes it difficult for hybrid 
or remote working. Remote working requires technological resources that are effi-
cient, yet, for example, many African countries have complexities in terms of power 
and subsequent internet connectivity [28]. Electricity in Africa is not constant. Half 
the time it is not available, and this eventually affects the notion of effective remote 
working and productivity. The provision of other alternatives to electricity, such as 
generators, power banks and solar-powered devices is often regarded as an add-on 
to the already struggling companies compared to government-provided electricity, 
which seems to be cheaper. In addition, many African countries rely on the western 
world for technological development. As such their financial muscle to establish 
and adopt advanced technology for remote or hybrid working is often hampered. 
In South Africa, for example, a study by [29] revelated that several organisations 
were caught off guard by the pandemic as they had to adjust budgets and ensure 
employees had access to laptops and other aids. In addition to this, many employees 
lacked the requisite technological skills to ensure effective working from home. This 
lack of technological skills made organisations working in the African context have 
concerns about risks to security systems and privacy rights as employees worked 
remotely.
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According to Osoba [30], many large parts of Africa still do not have wide cover-
age of networks at the same time the existing connectivity access is riddled with low 
bandwidth. This is exacerbated by the socio-economic environment in the African 
context, where workers do not own homes in urban areas but in rural areas. During 
the last two years (2020 to 2022) where COVID -19 was a menace in the whole world, 
remote working has seen many African workers drifting to rural places to save costs, 
yet, in those rural places, there are added challenges including poor location, affect-
ing network connectivity. This has made it difficult for organisations to even fathom 
hybrid node of work or manage employee and in some cases team performance.

The African way of living is such that families live together in a household. Remote 
working for an African worker means disruption of family-set up and dealing with 
challenges one does not often confront when they are at the workplace. The set-up 
of many African homes where never meant to accommodate someone working from 
home - hence, during a crisis like Covid-19, very few African workers were fortunate 
enough to make temporary arrangements. Those who could shift to home set-up 
meant unavoidable distractions by children or other cohabiters [31].

In Africa, with remote working comes along the fear of employees working long 
hours and claiming to be compensated for overtime, the legal as well as health and 
safety issues. Chetty [32] reports that organisations in Africa have often failed to 
attract top talent because of their reluctance to adopt remote or hybrid working as a 
result of poor technological advancement and strict legal issues. However, the risk is 
failing in competitiveness, productivity levels and investment losses. Africa still has 
a long way to go when it comes to hybrid or remote working as it must grapple with 
the inherent infrastructural inequalities compared to the global north countries. In 
addition, inequalities experienced by workers, especially women and workers in low-
income employment mean the need to have strategies that will enable the employers 
to embrace digitisation that will recognise inequalities among employees and allow 
working from anywhere.

3.3 Support strategies for remote and hybrid workers

It is important that employers offer support to their employees especially when 
they are working from home. The impact of remote working will vary from person to 
person due to differing needs. Generally, employees require safety, security, stability, 
trust relationships and social cohesion as well as the need to experience purpose and 
meaning in their jobs [33]. Management should support employees with flexible poli-
cies and procedures as well as provide work-related and personal support to employ-
ees. An integral part of this is to emphasise psychological wellness for both employees 
and managers [33]

Evanoff, Strickland, Dale, Hayibor, Page, Duncan, Kannampallil and Gray [34] in 
their study revealed that perceived low support from a supervisor predicts a range of 
negative psychological consequences, including anxiety and depression. Therefore, 
employers can develop managers’ skills, offer progression, set clear expectations, and 
offer choice to employees.

These techniques will be discussed below:

• Develop manager’s skills: line managers must be suitably skilled for remote work-
ing to be beneficial for employees. Managers need to develop skills to manage 
remote workers through easy communication, monitoring and motivating them 
as effectively as they would if they were at the office [35].
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• Offer progression: employers should always consider career development oppor-
tunities for employees even though they are working from home [36].

• Clear expectations: remote working can improve employees’ well-being if  
managed properly. Therefore, employers should clearly state what they expect 
from their remote employees in order to mitigate the potential effects of work-
related stress [37].

• Offer choice: where possible, remote working should be optional because it is 
not a suitable work arrangement for all employees. If remote working is the only 
option, clear guidance on alternative co-working spaces should be provided [36].

3.4 Advancing the psychological well-being of remote and hybrid employees

Employee well-being should be a priority and promoted within the organisation 
because it is not only beneficial for employees for even for the organisation itself. 
Employee well-being incorporates all aspects of well-being, it is about optimising 
both physical and psychological health [38]. Aldana [39] recons a healthy and happy 
workforce is more productive and engaged and that work life has a big impact on 
general employee happiness.

Feeling painful emotions disappoints or failure is a normal part of life and 
being able to manage these emotions is essential for long-term well-being. 
Psychological well-being is, however, compromised when negative emotions 
are extreme and interfere with a person’s ability to function in his/her daily life. 
Effective psychological functioning involves the development of one’s potential, 
having some control over one’s life, having a sense of purpose and experiencing 
positive relationships [38, 40].

García-Moya, Brooks, Morgan and Moreno [41] suggest that psychological well-
being can be promoted through positive experiences. Employee well-being can be 
promoted by focusing on the following issues: senior leaders’ participation, raising 
awareness of psychological well-being, promoting employee dialogue and decision 
making, developing a culture of openness, inspiring work-life balance, learning and 
development, positive working relationships and social activities and peer support 
and buddy systems. These measures will be discussed below.

• Senior leaders’ participation: Employers should send a clear message that 
employee well-being matters and that it is a priority for management. This also 
includes an emphasis on psychological well-being. For example, when the CEO 
addresses the importance of psychological well-being, it is likely to make a huge 
impact [38].

• Raising awareness on psychological well-being: Many if not most organisa-
tions treat psychological well-being as a stigma and often employees are not 
comfortable to speak up about their well-being challenges. This means such 
problems can quickly spiral out of control. Employers need to raise awareness, 
hold discussions on psychological well-being and proactively challenge any pos-
sible impact on the organisation’s culture and work-related relationships [41, 42].

• Promoting employee dialogue and decision making: Employee dialogue and 
involvement in decision-making are highly encouraged. When employees feel 
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involved and well informed about new developments within the organisation, 
they are likely to experience increased motivation. Furthermore, leaders should 
include employees in decision-making processes, not only regarding their jobs 
but in the organisation’s vision and direction as well [36]. Additionally, manage-
ment should manage organisational changes such as implementing new systems 
in a collaborative and inclusive way [38].

• Develop a culture of openness: It is important that managers regularly commu-
nicate with their employees on whether they are coping especially when remote 
and hybrid working apply [41]. This will help identify some issues that might be 
contributing to their stress levels if any. If employees are comfortable, this can be 
conducted in a group setting and allow each employee to talk about their well-
being. This is likely to promote positive attitudes and behaviours, help normalise 
conversations on health challenges and encourage employees to think more about 
their own well-being [36].

• Inspire work-life balance: long work hours might seem manageable to most 
employees, but sustained pressure and a poor work-life balance can easily lead 
to increased stress and burnout, reduced levels of productivity and perfor-
mance and lack of creativity and critical thinking. Therefore, employers should 
encourage employees to work sensible hours, rest, recuperate and find a balance 
between their work and personal lives [41].

• Learning and development: Research by Riasudeen and Singh [35] on employee 
engagement revealed that employees need and want to feel valued, supported 
and to perform meaningful work. An organisational culture that values its 
employees and supports their growth and development should thus be evident. 
Development opportunities should be made available to employees where pos-
sible. This can be done cost-effectively through existing skills and knowledge 
within the organisation to develop coaching, mentoring or training opportu-
nities. Moreover, managers should avail themselves of regular work-related 
interactions with employees.

• Positive working relationships and social activities: positive working 
relationships are partially encouraged by a mutually supportive environment 
created by both employees and employers. For healthy work relationships, 
employers should encourage and support teamwork, collaboration and informa-
tion sharing. It is equally important that employers encourage regular social 
events amongst employees to boost their health, teamwork and psychological 
well-being [41, 43].

• Peer support and ‘buddy systems’: Employees might often feel the need 
to speak to a peer or a colleague. Peer support allows employees to support 
each other outside the line management structure. It also offers a great way to 
maximise teamwork, employee interaction and promote unity. Buddy schemes 
are used by many organisations and are mostly beneficial for new employees. 
Through this system, new employees understand and relate with the organisa-
tion better and quicker and are likely to feel supported and encouraged by the 
organisation [36, 44].
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4. Employee development for remote working in Africa

With barriers to digital adoption and inequalities in employment and infrastruc-
ture, African employees need to be continuously kept abreast as the world enters a 
new era of high-tech, remote and hybrid working. With a high population of youth 
unemployed, Africa’s growth will depend on the employment of these youths pro-
vided they have a great degree of digital technology skills. For example, Sub-Saharan 
Africa is estimated to require digital skill knowledge by 2030, presenting an opportu-
nity of around $130 billion for investors and education providers to train the future 
workforce and those already in the employment space [45]. The COVID-19 pandemic 
has taught Africa that there is a need to shift the frontier of skills that are essential for 
the future world of work, which is influenced by technology and automation. From 
an African perspective, this means disrupting the cultural barriers to working by 
emphasising the urgent need for digital and socio-behavioural skills for employees to 
enable them to effectively work from anywhere.

The rurality of Africa with its richness in natural resources is suitable for the 
development of socio-behavioural skills and digital skills of its human capital, thereby 
disrupting the traditional notion of firms and expanding global supply chain by 
allowing rural clusters of firms to emerge, grounded on traditional cultures fused 
with digital technologies for global relevance purposes. In tandem with the notion 
above, studies [1, 46] have pointed out that many new skills for the future are those 
that would require agility in terms of how employees work and adapt to new ways, as 
opposed to what employees know. Employers in Africa, therefore, need to keep pace 
with technology, and see the re-learning of new skills, thinking and behaviours of 
employees as a transformative vehicle for remote and hybrid working going into the 
future world of work. The anticipated envisaged continuous transformative develop-
ment of employees to enhance remote and hybrid working in Africa in the future 
world of work cannot be achieved when the continent does not deal with the issues of 
power supply and internet access [47].

5. HR implications for remote and in working in Africa

With an existence of work that is uncertain as crises come one after the other, 
digital technology continues to be the vehicle that will ripple away the traditional 
ways of working and embrace remote or hybrid working. This new wave of change 
presents an opportunity for human resource practitioners to elevate themselves from 
just being operational to strategic through being proactive and demonstrating what 
they can offer in this digital era. For example, during crises situations, the role of HR 
in seeing significant training and upskilling of employees is imperative. The future 
world of work emphasises critical skills versus roles [48]. While this might be the 
case, in the African context, specifically, this emphasis cannot be done in isolation but 
must be complemented by good, improved electricity and internet connection avail-
ability in remote rural areas and townships as well as taking into consideration the 
gradual adoption of technology in workplaces of the continent. The African concept 
of ‘ubuntu’ – ‘am because we are’ must not be seen to be dehumanised because of 
remote working.

Linked to this, the ‘ubuntu’ concept is for HR leaders to determine how produc-
tive and efficient employees can be given a history of strong unionism and fighting 
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the employer as a solidarity group (physically present) and not from isolated remote 
working environments. In addition to this, most workers in Africa, especially in coun-
tries like South Africa are known for deriving their power in their numbers flexible 
working is a new concept developing in Africa, HR leaders need to also consider how 
it affects the mental health of employees. The implications are that resilience coaching 
to curtail the much-anticipated added strain to employee engagement, culture and 
value propositions should be prioritised. This means activities such as onboarding 
will be remotely done, but the question then is, how HR leaders will embark on such 
activities remotely, to ensure that there is bonding among team members to make new 
recruit’s part of the organisational culture virtually.

6. Conclusion

The chapter unpacked the COVID-19 challenges in the African context, specifically 
those pertaining to remote and hybrid working. Support strategies were proposed 
to advance the psychological well-being of employees as well as to assist employee 
development in the African context.

One of the top priorities for HR departments posts any crisis is to establish a  
balanced structure to foster a thriving workplace culture that is suited to flexible 
working conditions. The challenge for HR leaders is to maintain the social dynamics 
between employees within an increasingly dispersed workforce.

© 2022 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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Chapter 6

Managing Workplace Skills 
Development during the COVID-19 
Pandemic
Agnes Nyamande-Pitso

Abstract

South Africa has a huge skills shortage and by 2021 unemployment rate was 34.9 per-
cent with 66.5 percent thereof amongst the Black youth aged between 14 and 25 years. 
Thus, managing workplace skills development is essential to ensure the development of 
an adequate and appropriately skilled Youth can get employment, enter the mainstream 
of the economy, and benefit therefrom. Consequently, after discussions with various 
stakeholders, government set up the National Skills Fund aimed at addressing the 
structural mismatch between the demand and supply of skills and the low skills output. 
The chapter reviews research done by various researchers to determine reasons for the 
low skills output with focus on the strategy, skills transfer, communication, and job 
readiness processes used by business as determinants for the success of the skills training. 
Almost 23 years after the commencement of the NSDP, skills output remained lower 
than expected with no proof of formal discussions to find solution to the low output. The 
COVID-19 pandemic brought to the fore additional technological and remote learning 
challenges that presented a different type of dilemma. Thus, it may take even longer for 
skills output to increase compared to the period prior to the onset of the pandemic.

Keywords: skills shortage, Black youth, unemployment, NSDP, COVID-19

1. Introduction

It has been twenty-three (23) years since the democratic government set up a 
national skills development programme (NSDP) to increase the number of adequate, 
appropriate, and high-quality skilled individuals that contribute towards economic 
growth [1]. The programme was meant to address the current structural mismatch 
between labour demand and supply as the job market demanded high skills in an 
environment with low skills [2]. The priority of the democratic government has 
been to address the low skills level which contributed towards the current structural 
mismatch between labour demand and supply as the job market demands high 
skills in an environment with low skills. Thus, the NSDP was unique in that it was 
meant to increase the number of job ready Youth and enhance the skills supply to the 
job market and address the shortage of skills required to grow the economy [3, 4]. 
Thus, the government funded skills development programme was meant to improve 
the employability of the skilled workforce and support inclusive growth through 
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employment equity [4]. After 23 years of government collaborating with trainers and 
billions of Rands spent on training, the skills output was reported to be lower-than- 
expected and the skills gap has not narrowed [5].

Thus, an attempt was made to explain the skills shortage experienced by business 
using various research results on skills development but the skills output was reported 
to be lower than expected [5]. Unemployment continued to rise, reaching 34.9 per-
cent during the first quarter of 2022, compared to 34.5 percent estimated at the third 
quarter of 2021 which was the highest since 2008 [6]. The low output caused a serious 
training dilemma since billions of rands have been used to support and encourage 
business to partake in the skills development initiative using the workplace as a learn-
ing environment, providing employees (learners) opportunities to acquire new skills 
and providing the opportunity to gain experience needed to find employment [7].

The most disturbing fact about the youth unemployment statistics was that the 
majority of the unemployed was the youth between 15 and 24 years, at 63.9 percent 
of the total unemployment in the first Quarter of 2022 [8] when there was a demand 
for skills in the job market [9]. The scenario was indicative of a mismatch between 
the job demand by the market and skills supplied [10]. The mismatch has negative 
consequences and according to the ILO, job and life satisfaction can be affected, 
productivity and competitiveness can increase unemployment, and for countries and 
regions, competitiveness and attractiveness to investors can be affected, resulting in 
lost business opportunities to create more jobs and productive transformation [10].

Consequently, the chapter reviewed empirical research works by various research-
ers to explain the reasons for the low skills output by businesses that are partaking 
in the government funded NSDP before and after the beginning of the Covid 19 
pandemic. The chapter highlighted possible gaps in the skills training that must be 
addressed to improve the low skills output challenges were being addressed before 
and after the COVID-19 pandemic to make a deduction about the future of skills 
development and skills output was made.

It must be noted that several assumptions were made to explain skills development, 
namely, that skills development automatically led to the employment of trainees and 
did not factor in issues of job discriminatory hiring based on race [11, 12]. Another 
assumption made was that business trainers would utilise the workplace as an invest-
ment contribution for training and were not primarily motivated by the tax incentives 
derived from participating in the NSDP, and the enhanced benefits and business 
standing in the Broad-Based Black Economic Empowerment (B-BBEE). Trainers can 
use training as a marketing tool by listing in the BEE directory which gave preference to 
training organisations as BEE-compliant suppliers [13].

2. Methodology

A desktop study was carried out to review online research done before and after 
the pandemic on skills development focusing on businesses trainers that are utilising 
the workplace to develop skills under the NSDP programme. The review covered the 
period before and after the between 2015 and 2022, and where literature was limited, 
the research study was extended to cover the period prior to 2015.

Online peer reviewed articles that focused mainly on skills development by busi-
ness and the audited evaluation report of the Department of Education was used. 
In this study, it was the Department of Education and Training’s NSDP evaluation 
from 2011 to 2016 [5] was used, including the statistical data from Statistics South 
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Africa(Stats SA). Stats SA was the lead and partner in producing systems for evi-
dence-based decisions that enable government, citizens, articles by the International 
Organisations, and business to understand changes in society [14], including notices 
related to job availability. The trend of the research results prior to the pandemic and 
during the pandemic was used to deduce/predict future skills outcome and high-
lighted skills management areas that need improvement to increase skills output.

3. Study results prior to the pandemic

The skills training needs to follow the human development approach and improve 
the lives of people [15]. Literature reviewed showed that for the period prior to the 
pandemic, the skills training programme failed to produce sufficient skills to bridge the 
gap between demand and supply of skills. Thus the skills shortage continued to impact 
negatively on employment equity and the Broad-Based Black Economic Empowerment 
(B-BBEE) [16]. The evaluation report (NDSS 111) highlighted the following results [5]:

a. An estimated 50.2 percent of employers stated that the supply of skills was below 
expectation, 42.1 percent indicating that expectations were met,

b. About 51.1 percent indicated that the main motivation for training was to upskill 
employees in existing occupations, with only 17.9 percent providing young people 
with work experience through apprenticeships, learnerships and/or internships,

c. Between 2006 and 2016, the average profit margin for the South African formal 
business sector declined,

d. Surveyed members of organised labour indicated that training did not contribute 
towards equity,

e. There are mixed views on whether skills development has been effective in 
increasing employment equity. Employers believed that employment equity 
improved but trade unions and the evidence from the Department of Labour 
painted a less positive picture, and

f. Thirty-seven percent (37 percent) of graduates were unemployed after complet-
ing the programme.

Thus, the report [5] showed that employers were facing challenges when imple-
menting the training programme which indicated that there was no maximum use of 
financial resources (investment) as shown a sizeable number of programme graduates 
remain unemployed.

With regards to the desktop results, the strategy used by trainers was noted, and a 
good strategy executed properly can result in improved performance [17]. However, 
communication was cited as crucial for human interaction during the development 
process and lack thereof has been a challenge [18]. It was argued that there was need 
for thought-out communication and information strategies in concurrent with an 
effective strategy which involved employees in the planning and implementing 
processes, including the engagement of the entire organisation improved the under-
standing and support by everyone [18, 19]. Regarding skills development, funding 
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was essential for the execution of the plan, and government funding was expected to 
enable the execution of the plan and enhance the skills output [20, 21].

The training was expected to assist trainees acquire skills to be job ready and that 
involved participation during change, quality of change, commitment, attitude of 
top management towards change, support by supervisors and trust in leadership. 
Supervisory support, according to other studies, motivated trainees to learn and 
enhanced the training and skills transfer [22, 23]. Literature reviewed showed that the 
various studies carried out focused on business that did not partake in the NSDP and 
the results showed that the strategy remained a challenge in many industries, namely:

a. Government sectors [24, 25],

b. SMMEs [26]

c. The insurance industry [27],

d. The tourism industry [28],

e. Selected strategic leaders in the 2006 Financial Mail Top 200 companies [29], and

f. The banking industry [30].

Besides the audited report by the Department of Education, a recent study which 
focused on businesses that are participating in the skills training programme which 
provided evidence and gave insight on the possible reasons for the low skills output. 
The following were the possible reasons for the lower- than-expected skills output [31]:

a. Lack of appropriate strategies and focus,

b. Poor communication,

c. Poor feedback, and

d. Poor knowledge and skills transfer.

In South Africa, there exists a knowledge gap in terms of understanding the 
reasons why training consistently fail to increase skills output as expected and the 
recent study [31] partly closed the information gap by identifying processes that 
could be attributed to the low skills output. Further, a review of literature prior to 
the pandemic showed that there was limited research probing the reasons for the 
low skills output by business from the implementation implementation process 
viewpoint [31]. The review of literature covered a period when the skills training 
programme was being implemented [20, 21]. To understand the training processes, it 
was important to interrogate the knowledge and skills acquisition (transfer) through 
the strategy implementation. Ideally, the skills transfer process was expected to give a 
positive outcome of skilled individuals required for economic development. Another 
study [32] provided a reasonable explanation for a mechanism through which the 
knowledge transferred enhanced innovation and performance. Even though has no 
clear definition, it was a powerful concept [33].
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The current chapter described knowledge as an operational concept and from 
a managerial sense, it was a strategic resource adequate for a business output [33]. 
Thus, the recent study showed that strategy, communication, the skills transfer, and 
the ultimate job readiness of the trainees influenced the expected positive economic 
advancement that knowledge brings, the expected and actual impact on economic 
development as the business environment changed when both the environment of 
learning and work changes [31, 34]. Changes in both the environment of learning and 
work required strategic management based on the analysis of three basic processes 
[34] which are environmental scanning, strategy formulation, and implementation 
[35]. Thus, theoretical models were used to explain known facts and enable predictions 
about expected outcomes or what should be observed if theories were evaluated as 
principles representing the reality on how the system behaved [36].

The audited government report [5] and the most recent study [31] recent study done 
prior to the commencement of the COVID-19 pandemic showed that there were chal-
lenges with the implementation of the government funded training programme than 
can be used to explain the lower-than-expected skills output prior to the pandemic. 
Although there were diverse types of trainers partaking in the government funded skills 
development programme, the paper focused primarily on the skills training contribution 
by business prior to the pandemic. Government funding continued to enable business to 
implement the skills training and increase the possibility of increasing employee (trainee) 
readiness and improve employment equity in the workplace [16, 30]. According to The 
Human Development Theory and the Human Capital Theory used for explanatory and 
prediction purposes, allowance was made for trainees to be viewed as a produced means 
of production [16] with the potential of producing surplus value [17]. In addition, the 
Social Capital Theory gave emphasis on social relations and the current relations between 
government, labour, and unions was an investment with skills acquired by trainees as 
the expected return on investment [17]. Thus, innovation, availability of funding and 
resource allocation were critical for increased skills output. Rich as South Africa was, in 
2020 aggregated wealth was concentrated amongst 10 percent of the population who 
owned 86 percent [37] and continued to be characterised by extreme poverty levels, 
inadequate education and health services, high inequality, and unemployment [38]. 
Thus, human development attributes necessary for sustained economic growth did not 
adequately reinforce one another [39].

Since economic growth was currently weak, it undermined progress made in 
the poverty reduction [40]. The paper focused on the government funded training 
programme to enable business to participate in bridging the current skills gap to make 
Youth employable. Regarding the successful transfer of skills, two theories were used. 
The Human Resource Development Theory that assumed that training enhanced 
skills acquisition and The Capital Theory assumed that skills acquired by trainees 
were a form of investment that was used for development [18, 19] and enhanced 
economic growth [8] as unemployment reduced.

Unfortunately, unemployment remained high, and skills development continued 
to be a challenge almost 23 years after the Skills Development Act of 1998 and 13 years 
after the Global Crisis which resulted in the loss of about a million jobs in one day [41]. 
Consequently, high unemployment amongst Black youth [27], including high income 
inequality [42], continued unabated. Thus, having a well-articulated strategy does not 
necessarily translate to an increase in successful skills output of skilled trainees with 
commendable skills and job performance. The challenge was with both the formulation 
and implementation of the strategy and as such most strategic planning efforts did not 
achieve the desired outcome resulting in wasted investment expenditure or inefficient 
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use of resources [43]. The programme funding and related resources were not being 
utilised efficiently as shown by the following challenges that were found to be affecting 
the skills development programme by business prior to the COVID-19 pandemic [5, 31]:

a. Strategy focus,

b. Communication,

c. Knowledge and skills transfer, and

d. Job readiness.

The challenges impacted negatively on the overall output of job ready youth. 
Therefore, it was concluded that there was need for business to be change agile as 
highlighted in other reports [44–48]. In general, the literature review showed that the 
strategy and implementation of the strategy remained a challenge and as such, most 
strategic planning efforts resulted in low return on investment [44–48].

4. Challenges after the onset of the COVID-19

The COVID-19 pandemic presented business with a different type of dilemma 
forcing change overnight with companies opted for offline-online working models [49]. 
Questions on whether remote working would fade and whether the containment phase 
of the crisis would gradually recede were not adequately answered. Currently, companies 
have the need to adapt employees’ skills and roles to build operating-model resilience 
[49]. The COVID-19 pandemic commenced at a time when discussions were inconclusive 
on the impact that automation would have on work, the possible scenarios for employ-
ment growth, whether there will be sufficient work in the future, and the impact of 
automation on skills and wages and how the workforce transitions will be managed [50].

It has been long time (23 years) since the the skills training programme started 
but skills demand and unemployment remain high (Figure 1) and job losses due to 
the pandemic presented a dilemma on top the of the already existing low skills output 

Figure 1. 
Unemployment rates (2019-2021). Source: Statistics South Africa (2022).
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dilemma [51]. The report showed that 85.4 percent of businesses had a turnover below 
the normal range while 46.4 percent indicated temporary closure or pause in trading 
activity and an estimated decrease in the workforce size. About 30.6 percent of busi-
nesses reported that they could survive less than a month without any turnover, while 
54.0 percent could survive between one (1) and three (3) months [51]. The COVID-19 
lockdown and physical distancing measures were reported to have caused unprec-
edented disruption in the provision of education aimed at increasing the number of 
skilled workers (Youths) in the job market [52].

However, there was limited insight on how the COVID-19 pandemic affected 
the skills training by business as compared to the information on Technical and 
Vocational Education and Training (TVET) trainers [52]. According to the report, 
TVET programmes were hard hit because of the focus on work-based learning and the 
acquisition of practical skills and recommendations on how to address the challenges 
brought by Covid-19 pandemic, brought to the fore the following [52]:

a. The need to expand the use of online and offline distance learning to meet the 
COVID-19 challenge,

b. The importance of mobilising human and financial resources to expand distance 
learning,

c. The importance of co-operation between TVET institutions and schools, tel-
ecommunication operators, technology providers and governments, and

d. The importance of remote learning, socio-emotional skills, and future crisis 
preparedness.

With regards to the training, it was important to emphasize that the trainees 
targeted by the training programme are unemployed Black youth from low-income 
households that have low access to online/remote learning because of pre-existing 
digital and social divides [53]. That may present a risk of not achieving the learning 
objectives. However, it has been reported that TVET providers that switched to online 
distance learning may risk leaving the disadvantaged learners behind [52].

5. The future of skills development training

The process of correcting the shortage of skills in the job market has been slow 
and understanding of factors inhibiting an increase in skills output an evaluation of 
the strategy and implementation to enhance the skills. Prior to the pandemic, serious 
challenges impacted on the output of the skills to the job market and ranged from the 
strategy, communication, skills transfer [6]. However, the limited information/discus-
sions or debate on how business can address the identified training challenges, will result 
in lower-than-expected skills output and it will take a longer period to recover becaused 
the Covid-19 pandemic has caused an interruption in the structure of training [52].

The crisis caused by the pandemic was reported to be the worst global crisis since 
the second World War [52] and thus, the skills training challenge since the onset 
of the crisis presents another dilemma on top of the already existing dilemma of 
lower-than-expected skills output. Thus, the skills output since the onset of the pan-
demic will be the lowest because of challenges identified prior to the pandemic which 
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were not addressed, and the structural changes brought about by the pandemic. 
Further, the costs related to the use of data and load-shedding will have a detrimental 
influence on education [54], including the training programme by business. Thus, 
load shedding remained a threat to the use of the basic technology meant to ease the 
disruptions caused by the COVID-19 pandemic.

A world report [52] predicted that it would take longer for economies to recover 
fully after the pandemic was over and to reach the employment rates like those 
achieved prior and South Africa was not different. In the case of South Africa, it is 
argued that the complexity of training challenges and the new technological chal-
lenges and loadshedding will result in even lower skills output because of inadequate 
technological infrastructure and data usage because Black learners (youth) may not 
afford the costs related to the use of data [52].

6. Conclusions

The paper introduces the reason for the government funded skills development 
programme and the rationale behind having such a programme that enable the 
disadvantaged and unemployed majority to access employment. The study showed 
that business was facing challenges with regards to the strategy and the implementa-
tion thereof. The theories used failed to fully explain the lower-than-expected skills 
output both prior and post to the pandemic. Literature reviewed to determine reasons 
for the low skills output, showed that business had challenges ranging from strategy 
focus, communication, knowledge, and skills transfer and ensuring trainee job readi-
ness. Although challenges were identified and needed to be addressed urgently, there 
was no literature or documentation to indicate that there were discussions on how 
best how best to resolve the challenges and increase the skills output. However, the 
onset of the pandemic necessitated technological interventions to reduce its nega-
tive impact on the skills training. Thus, the challenges experienced by business were 
categorized under the before and after the COVID-19 pandemic. A comparison of 
the two sets of challenges showed that in addition to the strategy and implementation 
challenges, business faced technological challenges, making skills training more dif-
ficult. The conclusion reached was that the future of the managing the skills develop-
ment programme was likely to be more challenging than prior to the pandemic. Thus, 
skills output may not increase anytime soon unless the challenges identified prior to 
the pandemic were addressed. The accumulation of unresolved challenges prior to the 
pandemic have complicated the implementation of the skills training programme and 
that will further impact negatively on the skills output. Thus, the future of managing 
the skills training will be unpredictable, making it difficult to predict how long it 
may take to increase the number of skilled Youth entering the job market. Although 
there are socio-economic and political factors that may impact on the success of the 
skills training, there are no known studies that have probed the impact of the socio-
economic and political dynamics on the success of the National Skills Development 
Programme. Such a study may inform planners on the best strategy to adopt for 
maximizing the return on investment.
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Chapter 7

Ways of Learning: Suggestions for 
an Uncertain Future
Dorothy Sutherland Olsen

Abstract

Human resource managers have to keep up to date with new technologies, with 
changes in employment laws, business strategies as well as knowing what kind 
of people are coming out of the educational system. Keeping up to date on new 
learning methods and finding time to be creative is challenging. In this chapter a 
range of learning methods are presented and the challenges of adapting various 
learning forms to match the needs of ever-changing organisations is discussed. 
The starting point for understanding learning is based upon the concept of work-
place learning (WPL). The study is builds on interviews carried out in a range of 
organisations in Norway and the main finding is that that different business sec-
tors are interpreting and reinterpreting ways of learning. The potential for using 
these learning forms in different businesses and public sector organisations is 
discussed. This chapter contributes to our understanding of methods for working 
with skills and upskilling in an uncertain future.

Keywords: learning at work, learning forms, future

1. Introduction

One of the important tasks of HR managers is providing their organisations with 
the appropriate competence at all times. Sometimes this task is a simple one whereby 
every employee who leaves or retires is replaced by a new colleague with a similar 
competence profile, however, for most HR mangers the task is much more complex 
than this. Most modern organisations exist in an ever-changing environment, where 
organisations can be merged, bought up, or downsized. Tasks can be outsourced, 
replaced by machines, or become obsolete. Specialists such as those with technol-
ogy competence or an understanding of the green deal are in demand and there is 
often a need for a combination of firm-specific knowledge and for example updated 
technological knowledge. In order to ensure a good supply of qualified and competent 
employees, most HR managers use two methods, recruitment of new employees, and 
training and re-training of existing ones. It is this training and development of exist-
ing employees that we focus on in this chapter. There are many ways of developing 
competence and preparing employees to tackle future challenges. A quick overview 
of recent topics in the Journal of Workplace Learning in 2022 and 2021, mentions 
fluid work, learning from incidents, coaching, configuring workplaces for global 
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work, learning-oriented leadership, agile learning, self-directed learning, facilitation, 
problem-based learning, and simulation. All these forms of learning are available to 
HR managers, and they must pick and choose what is best for their employees. The 
study presented in this chapter looks more closely at how a diverse group of HR man-
agers are interpreting the needs and finding solutions for their particular challenges.

In this chapter, we will examine how a range of firms and public and private sector 
organisations pick and choose between the various forms of learning to develop the 
appropriate competence for existing employees. The chapter is organised such that 
the data and methods used in the research are presented, followed by a presenta-
tion of some of the main concepts of learning at work and a short review of recent 
literature on learning at work. Examples of how HR managers work with competence 
development and some of the learning forms we found in a range of Norwegian 
organisations are described and discussed. The chapter concludes by offering some 
suggestions to HR managers or training managers.

2. How to understand learning at work: views from literature

There are various perspectives that have been used to study learning at work. 
One perspective which is relevant to the current study is workplace learning (WPL). 
The concept of workplace learning has gained interest among researchers trying to 
understand the broad aspect of learning at work. It is not limited to formal or infor-
mal learning, to theoretical or practical. It can be used to study learning in all kinds 
of workplaces, such as business, industry, or public sector. The concept differentiates 
between training and learning and suggests that the role of HR manager is not simply 
to make sure that employees attend courses but to ensure that they actually learn “to 
make sure that learners learn, not just that training takes place” [1]. An important 
aspect of workplace learning is that it assumes a lot of learning is social learning 
and thus based on interaction between workers [2] and it can be shaped by the 
tasks being carried out and the way the workplace is organised. Another interesting 
aspect of workplace learning is that theories of emergence have been used to study 
workplace learning [3, 4]. Emergence assumes that learning is practice-based, but 
knowledge or knowing is never stable and is continuously changing [5]. One of the 
models developed to assess different workplaces and how they might affect learning 
is the expansive-restrictive continuum which defines the characteristics of different 
working environments [6]. Lee et al. found that workplaces that had a more expan-
sive learning environment produced better long-term learning and more adaptable 
employees. Thus, when using this concept, we might look for fluid and changeable 
forms of learning. We expect employers to be organising tasks in such a way as to 
stimulate new learning and we expect them to take a broad perspective on learning 
and not limit themselves to specific skills needed now.

A popular model for learning at work, which is frequently used by HR managers in 
Norway is based on the work of researcher Linda Lai, who has developed a method of 
linking competence development to management strategies and has championed the 
idea of competence planning [7]. Lai’s model defines the manager’s responsibility and 
highlights the importance of clearly defined work descriptions based on competence 
requirements. She describes competence in terms of cognitive knowledge, social 
knowledge, attitudes, and values.

Another learning concept that has become increasingly popular in recent years 
is a concept known as 70:20:10. This concept is not based on academic research but 



103

Ways of Learning: Suggestions for an Uncertain Future
DOI: http://dx.doi.org/10.5772/intechopen.107224

has arisen from consultants in the US. It builds on the idea that 10% of learning is 
the result of formal education, 20% is the result of collaboration with colleagues or 
dialogue with others and the remaining 70% is the direct result of learning from tasks 
in the workplace. Experiences of using 70:20:10 in multinational companies have been 
published by Ruud [8].

In addition to these concepts of learning at work, our study of recent literature 
provided some interesting findings from empirical studies. The articles retrieved in 
the literature search can be divided into two broad themes:

• Organisation or learning context

• Self-driven learners

The majority of articles were taken up with the organisation or the context of 
learning often examining various factors which might support or hinder the develop-
ment of a learning organisation.

Some of the factors found to affect the learning organisation are, for example, 
gender [9] where a gender mix was found to have a positive effect on the learning 
environment. Management support and particularly feedback were found to improve 
the learning environment for nurses and improve their motivation to learn [10], while 
the opportunity to develop contact with others outside the organisation seems to have 
a positive effect on the learning organisation. This can be achieved by encouraging 
employees to develop personal networks. A study of professionals [11] found that by 
stimulating employees to develop personal networks, their opportunity for informal 
learning was increased. One study carried out in a multinational company considered 
how social media networking might stimulate and support learning [12]. The authors 
suggest that social media has no place in a situation where learning is viewed as the 
acquisition of knowledge, but that it fits very well into the concept of learning by 
doing. They found that learning happened in the same way as face-to-face learning, 
but that employees learned more about other contexts outside their own workplaces. 
Negative influences on learning environments were also found in, for example, a 
study of a governmental social welfare department [13]. When a concept of continu-
ous improvement based on the principles of “Lean manufacturing” was introduced, 
the learning environment became restricted, and employees found it difficult to 
define learning as a “Lean investment” or in terms of short-term economic gain. The 
result was that learning was down-prioritised in relation to other work tasks.

Several studies addressed the role of the learner and considered how this might 
influence the learning process. One such study [14] looked at a learner-centric model 
and examined ways in which employees become learning agents responsible for their 
own learning. They found that in order to succeed as learning agents, the employees 
should have had some time to develop their identities, that is, it did not work so well 
with young and inexperienced employees. They also found that space for dialogue 
and reflection on work tasks, which was not steered by management was important in 
order to develop the necessary independence. A longitudinal study [15] of an industrial 
company looked at how employees developed, what they called, responsible autonomy. 
It was found that by allowing employees to have a central role in developing new 
innovative ways of working, the learning environment was improved as well as produc-
tivity. Not all studies were positive, however, about the idea of self-steered learning. A 
study of small ICT companies [16] identified challenges to individuals in a flat organisa-
tion without a traditional hierarchy or traditional structures. Employees struggled to 
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prioritise learning or define their learning needs and they still required a lot of support 
from HR or management. Another study [17] described a large telecom company that 
decided to allocate 40 hours a year to each employee for training and competence devel-
opment. The employees were free to decide how to use these hours; they could choose 
from a large library of digital courses, attend conferences or read. Employees were 
positive, but after 2 years it was found that most employees were unable to use up all the 
hours. They found it challenging to prioritise their own development over performance 
goals. The only part of the organisation where the project was successful, was where 
managers had regular dialogue with their employees about competence development 
and encouraged them to see the value of developing their own competence.

This brief overview suggests increasing interest in informal learning, that is 
learning outside the educational system or the classroom and also suggests increasing 
interest in practice-based learning.

3. Data and methods

This chapter includes the results of a research project carried out in Norway in 
2021 for an employer’s organisation, Spekter. Spekter represents employers of firms 
and public sector organisations who have in total 220,000 employees. Spekter invited 
NIFU to interview HR mangers or training managers to gain a better understanding 
of how they worked with the planning of competence needs for the future. This was 
done by interviewing 19 HR managers or training managers. These interviewees were 
chosen by Spekter and included people who were known to have opinions on learning 
methods and long-term competence needs. Thus, these interviews are not representa-
tive of the national population or any particular sector of employment. They do how-
ever include representatives from a range of different sectors, such as public health 
including several hospitals, cultural institutions such as a theatre and an orchestra, 
Norwegian national television, electricity providers, pharmacies, transport and 
postal delivery services. The meetings were carried out during the pandemic, so they 
were all done online, using Teams. There were always two interviewers involved. An 
interview guide was used, but the interviews were semi-structured, and interviewees 
were encouraged to tell their stories and give examples. All interviews were recorded 
and transcribed before being analysed. Since there were two interviewers, we were 
able to discuss our interpretations and check with interviewees in cases of doubt. In 
some cases, interviewees sent us copies of documents mentioned in interviews.

In addition to the interviews, we also carried out a study of recent literature 
on learning at work. This was done to ensure that more recent developments were 
included in discussions and provided the starting point for our interview questions. 
The literature study also helped us to put the findings into a larger and more interna-
tional context. The literature study was organised by developing a range of relevant 
search terms and using them on recent publications of selected journals. We found 
254 relevant publications and after sorting them based on abstracts, we read 22 full-
text articles. As in all literature studies, searching keywords gives a broad overview 
of research interest in the chosen themes. A closer examination of the chosen texts 
often reveals a variety of perspectives on the theme and often very different research 
questions or different focuses. Here we noted the broad themes and dipped into some 
of the papers in more detail to give a better picture of what recent research can tell us 
about learning at work. The themes from the literature study are described in terms of 
their relevance to HR managers.
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In addition to these academic publications, we consulted some national and inter-
national reports and policy documents, mainly from Scandinavian countries.

4. How HR managers are working to meet future competence needs

In most cases, interviewed HR managers were involved in the organisation’s 
strategic planning and this exercise was one of the main sources of information on 
future competence requirements. Typical outcomes of the strategic planning were the 
establishment of new offices or expansion into new regions, new markets, use of new 
technologies, and campaigns designed to achieve various short-term goals. In addition 
to the strategic planning, the HR managers also considered throughput, that is, how 
many employees are expected to retire or leave during the next 12 months and how 
many will need to be replaced. Some sectors are subject to changes in legal require-
ments, these requirements might be that a certain percentage of employees must have 
health and safety training. Other sectors are influenced by norms in their field, for 
example, many firms working with technology are expected to have employees who 
are certified, either by a supplier or by a professional body, to use the technology. 
Some sectors are heavily influenced by professional norms which generate the need 
for new competence. An example of this is psychologists who need to attend refresher 
courses to keep their competence up to date. All of these factors result in a need for 
new competence which feeds into the plan for training and competence development. 
Figure 1 below sums up the drivers identified.

Many HR managers have studied educational science or the psychology of learning 
and are therefore familiar with various theories of learning. However, there are also 
those who are always on the lookout for new perspectives on learning which might be 
more relevant for learning at work. Most of them were aware of concepts of strategic 
learning and many used the work of Norwegian researcher Linda Lai, [7]. Most of the 
interviewees were familiar with these concepts and were thus used to planning future 
competence based on long-term organisational strategies.

Figure 1. 
What drives the need for new competence? (source: interviews).
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Many HR managers admitted that they needed more than long-term strategic 
plans; they also needed more practice-based learning. Several of them mentioned the 
70:20:10 concept [18]. Many interviewees found this concept very useful and used it 
to help plan what tasks or projects employees should work on as part of their practice-
based training. They claimed that the concept made them much more aware of the 
potential of being proactive rather than allowing 70% of learning to be unintentional. 
Several of the interviewees worked in organisations with apprentices and they were 
very aware of the importance of the master/apprentice relationship, see [19] and took 
care to match good masters or good teachers with the right apprentices. They were also 
concerned with allowing enough time for reflection and learning for the apprentices.

Most of the HR managers interviewed also mentioned the concept of the learning 
organisation, see [20] and in our data, there are several examples of them trying to 
create arenas for exchanging experiences and discussing what they have learned and 
encouraging employees to be actively involved in developing their own competence.

We asked how they kept up to date about ways of learning, many mentioned that 
they still had close contact with academic environments and invited them to present 
their research on learning at meetings. Others had reading groups where HR employ-
ees read different publications, both academic and non-academic, and discussed them 
in monthly meetings. Some admitted that they searched YouTube for good examples 
of learning at work, while others mentioned learning from partners in different sec-
tors when they participated in projects with them.

5. Examples of ways of learning

All the organisations in this project had examples of formal learning. Formal 
learning is a form of learning which is intentional and can be measured afterwards. 
Usually, this kind of learning results in study points or some kind of certificate when 
the course or training period is completed. Examples of this were internal courses or 
participation in further education or re-training programs at educational institutes.

What was more interesting was the informal learning and how it varied between 
the different organisations. Most of these examples were forms of practice-based 
learning.

The ways most organisations choose when training staff or developing new com-
petence can be divided into practice-based initiatives and others which are mainly 
theoretical but may also include a mix of theory and practice. The next figure sum-
marises the various forms of learning found in cross-sectoral group (Figure 2).

5.1 Digital learning

Digital simulation technology has gradually become more common in practical 
training at work. One of the earliest examples of digital simulation of working tasks 
was the flight simulator, whereby pilots could train their abilities to land a plane 
in different conditions. The pilots got feedback on the results of their efforts and 
could measure progress in their attempts. In our project, we had several hospitals, 
and all were actively using different kinds of digital simulation where the results of 
the employee’s actions could be calculated, and they could see the effect it would 
have on a patient. Various kinds of simulation were used in training of both doctors 
and nurses. Most of these hospitals started to use simulation a few years ago with 
fairly simple technology where employees could practice using various tools and 
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technologies, such as how to insert a catheter, inject and set up drips, and how to 
connect various machines to measure the condition of the patient. The employees had 
already attended courses and learned these techniques, but they said that using the 
simulation technology gave them the possibility to practice various techniques over 
and over again. In most systems, they received feedback on how well they achieved 
their task. The training manager explained how the technology for developing 
simulations has become much better in recent years, making it possible to create new 
scenarios and include new technologies. The inclusion of sensor technologies has also 
made it possible to carry out more remote work where a more experienced surgeon 
can guide a less experienced one at a different location.

One of the transport companies participating in our project described how they 
had recently taken the step into using virtual reality (VR) and augmented reality 
(AR). They found AR particularly useful for training mechanics to repair vehicles. 
Augmented reality is based on images from the real world, but the user is able to 
interact with these images in a new way. In virtual reality, the user is immersed in 
artificial images and stimuli. The transport company explained how employees put on 
special clothing with integrated sensors, for example, gloves which make it possible 
for the mechanic to “feel” the screws and the materials they are trying to repair. Both 
employees and training managers are delighted with the opportunity to train using 
AR which is customised to their needs. As the training manager pointed out, some 
of this technology has been around for a while, however it is only recently that it has 
become cheaper and easier to implement. Like the healthcare example, one of the 
greatest benefits has been that employees can try things out again and again until they 
have mastered all the necessary movements and have learned to “feel” for errors and 
to feel when the repair has been done correctly.

A national delivery service organisation has noticed that many of their new data 
systems can provide information that is useful in identifying the need for training. 
This national delivery company registers packages at different stages in their delivery 
and at different places. The main aim of this registration is to help them to locate 
packages and to make sure that the company achieves it performance goals of fast 
delivery. They have noticed that certain places experienced delays at certain times. 
They decided to investigate and found that many employees were uncertain about 
how to deal with certain situations occurring when delivering parcels in the winter 
when there was snow on the roads. The HR department worked with some local 
managers to make a short video clip that explained to drivers what they should do and 

Figure 2. 
Forms of learning found in cross-sectoral group.
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showed them how to put chains around the wheels of their vehicles in order to drive 
in deep snow. The video only lasted about 5 minutes and was loaded up to YouTube 
and a link was sent to all the relevant employees. Within the next few hours, almost 
all the employees had seen the video. During the following months, fewer delays were 
registered on routes with bad weather. Since then, the HR department has produced 
many short videos of this type and has found them particularly useful to remind 
employees of certain procedures which they have learned in courses, but which may 
have been forgotten. Some themes they mentioned were new health and safety rules, 
guidelines for filling in forms, and reporting events. The HR department say that this 
way of spreading information gives them a great deal of flexibility, it is not expensive 
to produce, and employees seem to be happy and find the videos useful.

A similar example was found in a transport company. Newer buses, trains, and 
trams are equipped with digital technology which measures functionality of the 
vehicle and reports on errors and risks. It was found that this technology could also 
be used to measure the actions of drivers and their actions and reactions could be 
compared with averages. This provided an indication of who needed more training 
or if there were particular tasks or situations that all drivers found difficult to deal 
with. The management cooperated with trade unions in developing ways of using 
these measurements as the basis for developing new training programs and offering 
individual tuition. These examples used technology developed in-house using mini-
mal resources but taking advantage of communication technology and the familiarity 
employees had with viewing video clips on their mobile phones.

By mixing different forms of digital technology, such as algorithms, high-quality 
visual content, reliable measurements, and feedback, a huge range of learning 
opportunities can be developed. The HR managers interviewed suggested that those 
who have not yet included simulation among their learning methods, should get 
acquainted with the technology and evaluate the potential for their own organisa-
tions. As one HR manager said, “this doesn’t happen by itself.”

5.2 Campaign-based learning

We found that one important way of learning was to organise a mix of theoreti-
cal and practical learning in the form of campaigns. These campaigns were aimed 
at improving a specific type of competence during a limited period of time. In some 
cases, the campaigns were a way of providing focus for employees who managed their 
own learning, but in other cases, the campaigns were linked to business goals. Several 
of the organisations in this study allowed employees to devote a certain amount of 
time to what they called “own learning” and the campaigns were an optimal way of 
structuring this time. Examples of some of the themes covered were quality control, 
health and safety, and more general ICT courses. Those who used campaigns to further 
business aims mentioned themes such as security, project management, and customer 
relations. An example of this kind of campaign is described in the previous section 
where a transport organisation produced videos for employees handling parcels. The 
company’s aim was to improve performance and reduce errors and the videos were an 
attempt to resolve this issue. Organising learning in campaigns does not necessarily 
include any new forms of learning. The learning may be in the form of courses, group 
discussions, presentations, or providing opportunities for trying out new technologies. 
The novelty here is in the way the training is organised. HR managers suggested that by 
organising training in the form of several campaigns every year, they had a lot of flex-
ibility and they also felt it was easier to link learning goals to business goals in this way.
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5.3 Learning by moving about

Most HR managers are aware of the benefits of exposing employees to other areas 
of the organisation or to other workplaces. We often find this in programs organised 
for new employees in larger companies. The idea is that employees will learn about the 
business from different viewpoints, and they will be able to talk to other employees in 
different departments and observe ways of working. In the current project, we found 
several variations of the concept of learning by moving about.

We found examples in the cultural sector, where moving about was a way of life. 
In a theatre, we found that employees were encouraged to take a leave of absence and 
work in the same job, but in a different organisation, preferably in another country 
for a few months. There are long traditions of working this way within theatre and 
entertainment. This kind of arrangement might not be practical for most employers, 
but ways of creating similar opportunities might be considered because of the ben-
efits in terms of learning about alternative ways of working, new ideas, new technol-
ogy, and new ways of meeting public expectations. The theatre pointed out that most 
of their innovations arose from situations where one employee had been away for a 
while and came back with new ideas.

We found something similar in the health sector. They did not have organised 
leave of absence, but many doctors took up short-term positions in other countries in 
order to work with famous surgeons and learn from them. The HR department had 
registered that many came back with suggestions for improvements in procedures as 
well as new surgical skills which they shared with colleagues.

Another form of learning from different environments was found within an 
orchestra. The employees often had part-time positions in the orchestra and most 
also had part-time jobs teaching in schools or universities. Like the theatre and the 
hospital, HR observed that there was a flow of ideas from one organisation to the 
other. Employees learned techniques in one job which they took to the other. They 
went on courses for one employer and took the competence to the other. Similarly, to 
the theatre and hospital, this flow of knowledge produced new ideas and was a source 
of innovation and new thinking.

The theatre and a national television company mentioned a variation of learn-
ing from other environments. Both were in the habit of hiring project or production 
managers linked perhaps to one particular project. These managers often came from 
a similar project in another country on in another organisation. As in the examples 
above, the learning came as a result of new expectations about how things should 
be done. The new production managers assumed that certain technology would be 
available, that certain routines would be established, or that employees could do 
something which they had never done before. One could say that external influences 
create a need for new competence or new understanding.

From studies of innovation, we know that exposure to alternative ways of work-
ing is a frequent source of innovation. In some cases, the learning will occur while 
working in a new situation but moving about can also generate a need for new courses 
or formal learning.

5.4 Learning from working in projects

This is not traditionally thought of as a form of learning, but HR managers, 
particularly in organisations involved in research, were very aware of the opportuni-
ties for learning in research or product development projects. Some described this 
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learning as “just something that happens in projects” and what they were referring to, 
was the knowledge resulting from trial and error. Trying out new ideas on customers, 
testing new technologies, and experimenting with new ways of working.

One example was from a hospital, which received funding for research collabora-
tion with several other hospitals, local municipalities, and local businesses. The 
hospital employees admitted that it was quite a shock for them to have to consider 
how the other non-health service organisations thought about the issues. Often the 
priorities were very different, ways of sharing information and solving problems were 
also different. As one of the nurses said “I think we were so entrenched in the hospital 
environment, it is like its own little world, we forget that things can be viewed differ-
ently. The project gave me a lot to think about and I think the knowledge I gained was 
valuable”.

The HR managers with experience with projects as arenas for learning, thought 
that this form of learning was perhaps undervalued. Those who worked with 
the 70:20:10 model had become much more conscious of the value of learning in 
projects.

5.5 Learning from task-shifting

Task-shifting is a term frequently used in the health sector, whereby many 
employees are trained for more than one position and can take over responsibilities 
for a colleague. In Norwegian, the word for task-shift describes the process as one of 
sliding rather than shifting into another task. This idea of sliding seems to be particu-
larly appropriate because it is a seamless move from the job the employee normally 
does, to other tasks, which are not normally part of their job description. This way 
of overlapping each other’s competence gives employers a great deal of flexibility. 
In situations where a department is understaffed because of sickness or in emergen-
cies, it is relatively easy to move another person over to cover the gap. Studies of this 
way of working suggest that employees are not usually able to take over all tasks of 
a colleague, often the task shift is applicable for certain prioritised tasks. A typical 
example of this way of working is when a cardiologist draws up plans for standard 
treatment of arterial fibrillation. These tasks and treatment plans are based on inter-
national standards; however, the role of the nurses can be expanded. The nurses can 
take over greater responsibility for patient communication. This frees up some of the 
cardiologists’ time and speeds up the process. Another example is where experienced 
radiographers take responsibility for the first selection of ultrasound pictures before 
they are evaluated by radiologists. This kind of flexibility does of course have a cost, 
in that employers have to ensure that a large number of staff are trained for multiple 
tasks. If employees do not practice these tasks regularly there is a risk that their skills 
will not be as polished or high quality as necessary. This kind of system also requires 
a good deal of coordination in order to ensure that competence is used efficiently and 
that the quality and quantity of services are not reduced. There are many groups who 
can be affected if task-shift working is not managed correctly, patients can suffer and 
professionals are often protective about their areas of responsibility, so changes and 
sliding over boundaries should be carefully negotiated with employee and patient 
representatives.

Task-shifting is normally viewed as a way of organising scant resources, but it 
is also practice-based work, where employees regularly get the opportunity to work 
with different tasks, which provides greater value in terms of competence.
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5.6 Learning from talking about learning

Talking about learning does not sound like a form of learning, but several of the 
more forward-thinking HR managers were certain that this is the way to go in the 
future. They had gained experience from working in groups where colleagues often 
exchange experiences and help each other solve problems. Some HR managers have 
analysed these group workshops and have concluded that the opportunity to put their 
own experiences into words makes it easier to share what they know with colleagues. 
Several HR managers have also been trying out the 70:20:10 concept, (See point 
4) and devoting time to finding out what employees are learning while doing their 
normal work. They say that this has created a much greater awareness among employ-
ees about the knowledge they actually have and also resulted in employees being more 
involved in planning their own competence development.

6. Discussion on future use of various ways of learning

Many of the learning forms mentioned above have been around for a long time 
and are no doubt familiar to most HR managers; however, some forms of learning are 
less well-known or have been interpreted in a novel way. These are mostly practice-
based, however novel use of video clips and campaign-based learning should also 
be included. Here we consider the different learning forms and the situations where 
they are most appropriate. Going back to some of the drivers of learning in Figure 1, 
we link them to examples of learning from the interviews in the next figure. Figure 3 
below summarises various stimuli for learning activities.

This table may be a bit confusing because some of the same learning forms can 
be found in multiple columns, this reflects the complexity that HR managers have to 
deal with when planning training and learning. The kinds of learning that occur in 
the first column, can be in response to a strategic aim that the employer has, which in 
turn requires new competence. The learning forms in column two are normally stimu-
lated by a totally different need, which comes from outside the workplace, that is the 
requirements of the various professions. Again, working with professional organisa-
tions, societies, and trade unions on competence development is something that HR 
managers are used to.

It is the three remaining columns that are most interesting because these kinds 
of learning often arise from another kind of stimulus. Here we have identified local 
needs, these are often short-term and may not be linked up to the company strategy. 
The kind of learning that arises from local needs, is sometimes not traditionally 
classified as learning, it might be regarded more as problem solving; however, it 
does result in new competence, and HR managers should be aware of these forms 
of learning and be able to use them in similar situations to solve local problems. The 
column called technological opportunities is included to highlight forms of learning 
which do not necessarily arise based on a need, but on a new opportunity opened 
up by technology. This is particularly evident in the examples where new forms of 
technological monitoring can provide data that makes managers aware of a need for 
training. Examples of this are the technology used to monitor the behaviour of drivers 
of trains, trams, and buses. This technology can be used to monitor individual or 
group practices that need to be improved. The technology used in simulation, both 
for drivers and within healthcare to train on using new technology or carrying out 
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operations, makes new forms of learning possible. It is important that HR managers 
follow up on new technological developments and consider how these might be uti-
lised in their organisations. In the course of discussions between organisations in the 
project described there, it became evident that there was a potential to use technolo-
gies developed for the health sector in other sectors.

The final column is an attempt to include some of the opportunities for new ways 
of developing competence that arise in different sectors. These are largely based on 
traditions within the different sectors. For the orchestra example, where most of the 
permanent employees have part-time positions. This kind of arrangement is obvi-
ously not practical for all workplaces, but during our discussions in the project, it 
emerged that HR managers in other sectors with lots of part-time employees thought 
this might be interesting, particularly when considering potential recruits for part-
time positions and what external knowledge they might bring with them from other 
part-time work. The concept of allowing employees to take a leave of absence to work 
in a different organisation was greeted with similar interest, as HR managers saw the 
opportunities to develop specific types of knowledge.

Figure 3. 
Stimuli for learning activities.
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Although none of the HR managers mentioned the concept of WPL, their organ-
isations have many of the characteristics of expansive learning environments. See [1]. 
They do not seem to be concerned with limiting learning to what is absolutely neces-
sary to carry out their tasks today. As one of the HR managers said, “if the knowledge 
is not so useful today, it might be exactly what we need tomorrow”. In this way, some 
of the HR managers are thinking ahead in terms of more general competence for the 
future. Many of the organisations had examples that fell into 4.3 Learning by moving 
about, suggesting that most were quite open organisations, where knowledge is not 
compartmentalised but flows more freely. This kind of learning also presents many 
opportunities to develop soft skills, such as communication and adapting to differ-
ent cultures. Learning from projects is a good example of what Stephen Billett [19] 
was talking about in his paper on workplace affordances and individual engagement 
when he mentions developing an individual curriculum for learning at work. The 
examples of learning from task-shifting are similar to those described by Nicolini 
and Gharhardi [3] on practice-based learning. The examples which we have called 
talking about learning are good examples of sensemaking as described by Weick [4], 
where employees discuss and agree on a shared understanding of what they are going 
to do. The examples of digital learning are similar to the concept described as tool-
mediated learning in Engeström’s activity theory [21]. Many of the examples suggest 
that teamwork is valued and that organisations are open to bottom-up innovations. 
The practice of moving people around and allowing leave of absence makes room for 
reflection, which is so important for all learning. All these qualities and characteris-
tics are what WPL leads us to expect in more expansive learning environments. Most 
of the examples described here show that the aim is not just to ensure that a certain 
percentage of employees have participated in a course or have achieved a certain 
certificate; the emphasis has been more on learning and understanding and being able 
to carry out work tasks to a high standard.

7. Challenges for people management

So far, we have focused on the positive results of using multiple forms of learn-
ing, but some of these forms of learning pose particular challenges for people 
management.

Autonomy was a theme that has turned up in earlier studies of learning at work. In the 
interviews, no one mentioned autonomy directly. However, many of the examples they 
describe are based on the idea of employees taking the initiative to discuss and reflect on 
what they have learned and what they need to learn. For the firms using the 70:20:10 con-
cept, success is dependent on employees being actively involved in designing their own 
learning. HR managers should consider how employee engagement in learning might suit 
their own organisations. We know that some firms have done this, particularly technology 
firms, with limited success [17]. Although this issue has not been researched thoroughly, 
the findings so far suggest that employees being involved in their own competence devel-
opment is positive; however, it might be advisable to ensure that this freedom is balanced 
by good dialogue with managers and that employees be followed up regularly.

A similar challenge for HR managers is the potential conflict between lean man-
agement methods and some of the more time-consuming ways of learning, such 
as sensemaking, developing new relationships, learning in projects, or by moving 
around and talking about learning. There may be others in the organisation who 
demand short-term results and it is important that HR managers are able to explain 
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that some forms of learning are necessary to produce the skills and abilities the organ-
isation needs but that they will produce long-term results, not quick fixes.

Another potential challenge to people management when using these learn-
ing forms is related to the use of personal data. We saw examples in the transport 
company and with parcel delivery, where various tasks were monitored digitally 
and logged. In both cases, HR management used the data to develop relevant and 
often individual training. In both these examples, local trade unions and employee 
representatives were involved to ensure that employee data was not misused and that 
employees were aware of monitoring.

The role of people managers is changing, and these challenges suggest that it is 
important that HR or other managers are actively involved in planning and following 
up on the competence development of their employees. The array of learning meth-
ods makes it possible to adjust learning to fit the needs of the employer and the needs 
of the employees, but in order to be successful, this needs to be carefully managed and 
adapted as required.

8. Conclusions

This chapter has presented the concept of workplace learning and examples from 
recent literature and used these to interpret forms of learning found in different 
organisations in the public and private sectors in Norway. The main findings are that 
HR managers are very aware of the need for both theoretical and practical training 
and they see the need for long-term strategic plans for knowledge development as well 
as having the ability to offer local learning initiatives at short notice. These HR man-
agers have been willing to experiment with new concepts, such as 70:20:10 and try out 
new technologies. We also found that different organisations in different sectors had 
adapted technologies and concepts to fit their own needs and some had developed 
more novel solutions. By using the WPL concept, we are led to understand that many 
of these learning initiatives we have described will contribute to a more adaptable 
workforce which is hopefully better prepared for an uncertain future.

The contributions of this chapter are both theoretical and practical. The theoretical 
contribution is the development of a detailed overview of what drives the need for 
competence development. This overview differs from earlier ideas that business strate-
gies are the starting point for all competence development. The study has also provided 
more nuanced descriptions of informal learning and expanded the concept of informal 
learning to include problem-solving activities which result in new skills or knowledge.

It is hoped that these examples will provide practical guidance and inspiration for 
HR-managers. The focus has largely been on informal learning and learning forms 
which have been developed for specific organisations. By grouping these learning 
forms according to the drivers which stimulate learning and discussing how and when 
the various learning forms might be used, this should prove useful for HR-managers 
in their planning of learning and competence development. When these HR managers 
in this study were brought together to hear about the findings, there was tremendous 
interest in each other’s work and a desire to learn from each other and try out differ-
ent learning forms based on the experience of the others. We hope that this exchange 
of ideas might result in new forms of learning adapted to new industries and to new 
tasks. Uncertainty and change are often viewed negatively, hopefully the examples 
described here can help people managers to see change as an opportunity to develop 
the people who are already there in the organisation to meet future challenges.
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Chapter 8

Achieving Business Sustainability 
through Diversity Management and 
Effective HRM
Keletso Lidith Moropane

Abstract

Diversity management and business sustainability are increasingly becom-
ing essential drivers for business growth and development across the globe. It is 
because businesses in varying forms and sizes are the engine of the supply of goods, 
employment creation and innovation and contribute to the economic growth of 
different economies in the global sphere. Most modern businesses and organiza-
tions comprise a diverse workforce whereby managing employee expectations 
and maintaining an actively engaged labour force is challenging for management. 
Business globalization, workplace relations and varying organizational demograph-
ics necessitate diversity management for businesses. Despite the contribution of 
businesses to the development of labour market economies, diversity is overlooked, 
and achieving sustainable businesses is still a challenge in the world. Numerous 
business scholars have addressed the issues underlying the business sector by identi-
fying causes and analyzing business failure rates but failed to provide answers as to 
what businesses can do to achieve diversity and become sustainable. This chapter 
highlights the importance of diversity management as a strategy to enhance sustain-
able businesses in the global economy. The chapter focuses on managing diversity, 
business sustainability and human resource management to achieve its objectives.

Keywords: diversity, human resource, management, business, sustainability

1. Introduction

The world of work is constantly developing because of changes in the economic, 
political and technological environment. Today, globalization poses significant 
differences in all spheres of varying economies at the national and international 
levels. Guillen [1] states that globalization brings diversity to everyday life. Diversity 
is massively permeating all areas of the business environment, so business managers 
are forced to employ diversity management policies to achieve social responsibility, 
diverse working backgrounds and sustainable businesses. Diversity management 
and sustainable businesses are increasingly becoming significant aspects of business 
growth and development worldwide [2]. Businesses are essential for supplying goods 
and services, combating unemployment rates, enhancing innovation, and fostering 
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economic growth in the global sphere. Fajcikova et al. [3] describe diversity as a social 
phenomenon closely related to globalization and considers demographic changes 
involving human qualities such as race, gender, age and ethnic groups.

On the other hand, human resource is an invertible concept where business is 
involved and plays a vital and most valuable role in any organization, whether small, 
medium or large. This chapter defines human resource management as the manage-
ment of people as a collective by focusing on the functions, objectives and outcomes of 
HRM. That is, enabling and developing the workforce to achieve fulfilling employment 
relationships for employees and managers. It is further stated that employee diversity 
and human resource management contribute to creative and innovative dynamic work 
environments. While diversity influences labour markets, human resource manage-
ment is a prerequisite for achieving diverse, sustainable businesses. The foundation 
for a competitive advantage in the business world is diversity, which is why diversity 
management is increasingly becoming a practical approach in human resource man-
agement [4, 5]—globalization is a result of the industrial revolution, where diversity 
management and human resource management are interrelated. Issues related to the 
sustainability of businesses are of paramount concern in this chapter as they highlight 
domineering dimensions meticulously linked to the working class and the future of 
business and can only be dealt with holistically. This chapter, therefore, focuses on 
managing diversity in the global economy and integrates human resource management 
tools toward achieving sustainable businesses. Conclusively, diversity management 
and business sustainability as areas of research interest for this chapter have recently 
gained attention from research scholars. However, specific research questions remain 
unexplored, which this chapter aims to address through the following objectives:

• Objective 1: To conceptualize diversity management and business sustainability 
based on existing literature.

• Objective 2: To identify emerging research issues of diversity management and 
contextualize factors to propose strategies to achieve business sustainability.

• Objective 3: To make recommendations for future research and practice.

2. Literature review

This section presents the concept of diversity management in the corporate world 
and conceptualizes the business case of diversity and human resource management. 
In addition, strategies to achieve business sustainability are highlighted, as indicated 
by numerous authors in different contexts.

3. Research methodology

A literature review on diversity management and business sustainability was 
conducted using relevant keywords. Bryman [6] defines a literature review as a piece 
of academic writing demonstrating a researcher’s knowledge and understanding of 
existing academic literature about a topic of research interest. Specific words such as 
diversity, human resource, management, business, and sustainability were searched 
based on an inclusive criterion. The criteria used to search for articles are based on 
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the language and relevance of articles. Therefore, the search criteria for this chapter 
include English articles retrieved in peer-reviewed journals from the past decade. 
Business sustainability and diversity management have been prominent in research 
over the past decade. Using recent articles ensures the quality and relevance of studies 
that indicate the extent of available information on the current subject. The theoreti-
cal framework of diversity management and business sustainability in this chapter is 
conceived from numerous textbooks and content on electronic databases, including 
EBSCOhost, Research Gate, Sabinet, JStor, Google Scholar, ProQuest and conference 
papers. In addition, the author used news articles and internet resources, includ-
ing social media, to trace government publications, public debates and reactions to 
diversity management and business sustainability.

The chapter mainly incorporates literature evidence which presents a synopsis of 
different factors. A study by Yadav and Lenka [5] explored dimensions, contextual 
variables, consequences, and emerging research trends in diversity management. The 
study highlights that diversity is more prominent in laboratory studies, and not much 
research has been done among group members in workplaces. This chapter adds to 
the literature by highlighting significant studies by Udin et al. [7] which investigated 
ways to manage workplace diversity to sustain organizational competitive advantage. 
The study shows that managing diversity can enhance creativity and organizational 
growth. Fajcikova et al. [3] examined whether diversity management can be used as 
a tool toward the sustainability of competitive advantage. The findings revealed that 
effective diversity practices could elevate the representation of women and minorities 
within organizations in senior management. Another study by Seliverstova [8] on 
workforce diversity management also reveals that diversity management contributes 
to organizational performance.

4. Diversity management in the world of work

Diversity is an inevitable social reality in a modern society whereby teamwork, 
demographics and business globalization necessitate diversity management in any 
organization. Guillen [1] asserts that diversity encompasses four dimensions, namely, 
external, internal, organizational and personality. Employee openness, conscientious-
ness, agreeableness, and level of introversion and extroversion form a person’s personal-
ity. Internal dimensions focus on race, gender, sexual orientation, physical ability and 
ethnicity. In contrast, external dimensions refer to geographic location, personal habits, 
educational background, work experience, marital and parental status, religion, income 
and appearance. Organizational dimensions include management status, union affilia-
tion, seniority, functional level or unit, work content and location.

Gupta [4] affirms that diversity results in a pool of wisdom, knowledge, talent 
and exposure to various cultures. Diversity management in the workplace creates an 
inclusive working environment where management embraces individual differences 
such as traditions, style, heritage and background [9]. Most modern businesses and 
organizations comprise a diverse workforce whereby managing employee expecta-
tions and maintaining an actively engaged labour force is challenging for manage-
ment. Managing diversity in organizations is gradually becoming a complex and 
unique issue in human resource management [10]. Therefore, diversity management 
is prominently acknowledged for its ability to sustain organizations. Although diver-
sity management is a challenging area for the human resource department, its imple-
mentation within organizations dependents on a few factors, both within and outside 
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organizations. Research evidence on diversity and inclusion issues is very limited in 
emerging economies. There is a pool of studies investigating diversity management 
in western countries. Still, very few focus on how diversity management forms an 
integral part of human resource management, especially in developing countries.

Existing studies identified six areas in HRM that are easily affected by diversity 
management: training and developing diverse staff, linking HRM strategy to diver-
sity, recruitment for diversity, selection for diversity, monitoring diversity and equal-
ity management, and providing work-life flexibility. Meena and Vanka [11] identified 
several diversity-orientated HRM practices. These include proper oriented selection 
and performance evaluation practices, team and control-oriented practices, fair 
oriented compensation and training practices and identity-free practices. Approaches 
to diversity management include affirmative action plans, legal compliance, the ad 
hoc approach, social justice approach and strategic diversity management. In South 
Africa, for example, affirmative action plans focus on gender equality and establish-
ing ethnicity ratios, while social justice approaches are dedicated to corporate social 
responsibility. Literature reveals several positive outcomes that often result from 
diversity management. Amongst many other benefits of diversity management, 
researchers identified the following effects [1, 3, 12]:

• Increased representativeness of minority groups in workplaces;

• Stronger relationships between manager accountability;

• Higher organizational performance and competitiveness;

• Stronger relationships between corporate citizenship and diversity management;

• An inclusive organizational culture;

• Organizational citizenship and affective commitment;

• Employee perceptions of fair HRM practices increase organizational commit-
ment and HRM productivity;

Figure 1. 
Source: author’s conceptualization based on Mazur and Walczyna [13].
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Figure 1 presents factors that influence the implementation of diversity and ele-
ments that do not influence diversity management in the workplace.

The implementation of diversity management in organizations is renowned for its 
numerous benefits and include the following:

• Prestigious organizations

• Talented workforce

• Creativity and innovation

• Entry into new market segments

• Company culture and climate improves

• Competitive advantage

• Employee retention

• Increased employee performance

• Motivated workforce

Many organizations practice diversity management in pursuit of internal and 
external possibilities. Internal possibilities may include the quest for higher produc-
tivity, innovativeness within the organization, consistent personnel, or an inspiring 
work atmosphere [14]. External possibilities, for example, could be an organization’s 
search for new customer segments, maintaining a good reputation and a prestigious 
level of social responsibility. Possible internal problems that an organization might 
want to overcome are conflict, maintaining work standards and staff turnovers, while 
external problems, on the other hand, relate to customer loss, recruitment issues and 
tight competition. To bring about a competitive advantage in a company through 
diversity management is not an easy task. Marketing, resource acquisition, creativity, 
costs, organizational flexibility and problem-solving are some factors that companies 
need to consider to sustain their business operations [14, 15].

Managing and valuing diversity management is vital for influential people man-
agement, improves workplace productivity, and significantly contributes to strategic 
human resource management objectives. Diversity is used strategically to boost an 
organization’s competitive advantage through cultural diversity, differentiating fac-
tors such as efficient work practices and procedures, client consumer-related services, 
and technological and product services-related innovation [2]. Diversity management 
emerges due to the quest for businesses to recognize and develop optimal human 
resource value from existing inherent varying employees manifesting in different 
dimensions. Diversity management as an intrinsic approach to human resource 
management is a fundamental aspect that acknowledges and respects individual 
contributions within organizations and integrates their contribution to the overall 
mission and vision of companies. In addition, individual employees’ personal and 
social development is of great importance. Diversity is, therefore, generally driven by 
sustained business growth, which depends on an organization’s level of productiv-
ity, innovation, creativity, agility, and safety. Achieving sustained business growth 
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requires organizations to commit to ensuring a sufficiently diverse workforce, actively 
building workplace culture, teamwork, market knowledge, workforce skills and creat-
ing inclusive workplaces through dignity and respect [16].

4.1  HRM as an element of business sustainability

Human resource is also an invertible concept where business is involved and plays 
a vital and most valuable role in any organization or business, whether small, medium 
or large. Human resource management is defined from a macro perspective as the 
management of people as a collective by focusing on the objectives and outcomes of 
the HRM functions. That is, enabling and developing the workforce to achieve fulfill-
ing employment relationships for employees and managers [17]. The transformation 
of human resource practices over the past years has been influenced by various fac-
tors, including globalization and diversity initiatives. Global competition, for exam-
ple, is in pursuit of talented workers to achieve sustained competitive advantage. An 
organization’s environmental, social and financial objectives are achievable through 
sustainable HRM practices and contribute to developing influential organizations 
that prioritize sustainable competitive advantage, flexible working environments, 
organizational culture, job security, work-life balance and participative leadership. 
While HR influences the success of businesses, HRM is a procedural concept which 
supports organizational activities to achieve the organization’s predetermined goals. 
The contributions of HRM towards business sustainability include organizational 
change, professional development, organizational training, work-life balance and 
employee participation. Therefore, the process of HRM sustainability evolves through 
the development of employee skills maintenance of active and healthy working 
environments. Therefore, successful implementation of HRM sustainability considers 
factors that affect organizational and environmental sustainability, as presented in 
Figure 2 below [14].

Sustainability at the business level refers to creating sustainable business models 
from a social, financial and ecological point of view and focuses on identifying strate-
gies and practices that contribute to a more sustainable world and simultaneously 
maintain shareholder value. Therefore, sustainable human resource management uses 
HR tools to aid organizations in embedding sustainable strategies and creating HRM 
systems that add value to a firm’s sustainable performance [18]. Through sustainable 
human resource management, organizations can achieve a triple bottom line and 
simultaneously provide long-term health and sustainability for the organization’s 

Figure 2. 
Source: author’s elaboration on the base of Mazur and Walczyna [13].
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internal and external stakeholders. The triple bottom line is the performance mea-
surement of an organization’s pursuit of a sustainable strategy [19]. Consequently, the 
results of sustainable HRM can ensure policies that prioritize equity in the workplace, 
the development and well-being of the workforce, and concentrate on supporting 
friendly environmental practices. King and Cohen [15] confers that sustainable busi-
nesses depend highly on a company’s leadership which embodies the organization’s 
values, culture and communication channels. Sustainability of human resources, 
therefore, requires the integration of values, skills and trust to prevent harmful 
environmental effects that businesses can avert by adopting justice, welfare and 
development. Therefore, human resource management is an indispensable feature of 
management practices that focuses on matching relevant talents with specific jobs to 
increase firm performance.

Sustainability is rapidly becoming a primary focus for numerous organizations 
globally as societal demands, climate change, regulatory pressures and the need for 
greater environmental and social responsibility escalates. While organizations are 
held accountable for their impact on society and the environment, the HR function is 
critical to achieving the success of sustainable-driven organizations. HR profession-
als’ primary focus and skills are mainly on changing management and organizational 
process, which requires HR managers to take on the leading role in developing and 
implementing sustainable business strategies.

4.2 HRM as a business case for business sustainability

Literature portrays HRM as an introspective function focusing on using the work-
force to achieve short-term financial results effectively and efficiently. An appropriate 
approach to achieving sustainable HRM can contribute toward developing competent 
managers with the necessary attributes and abilities to deal with and handle pres-
ent and future challenges that may hinder the sustainability of organizations. HRM 
is a critical contributor to corporate sustainability leadership. Business leaders, 
therefore, need to focus on including HR managers in business practices directed 
towards sustainable HRM through collaboration, consultation and accountability. 
Simultaneously, HR professionals are encouraged to modify HRM approaches from 
transactional and transformational to sustainable HRM. Therefore, performing HRM 
sustainably and supporting business sustainability are the prominent HRM roles 
necessary for implementing sustainability strategy in any organization.

Performing HRM sustainability focuses on professional HRM processes and tools 
that are integral to HRM contributions and execution of essential functions based on 
sustainability principles. These principles include the following:

• Respect and support for human rights are proclaimed internationally;

• Elimination and prevention of discrimination within organizations;

• Promoting the freedom of association;

• Elimination of human rights abuses;

• Elimination of forced labour in all forms;

• Anticorruption practices, including bribery and extortion;
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• Diffusion and development of environmental technologies;

• Promotion of greater environmental responsibility;

• Recognition of the right to collective bargaining;

HR managers are therefore expected to fulfil the following responsibilities when 
performing HRM sustainability in order of importance (Table 1).

Embedding sustainability through HRM requires employee attraction, employee 
skills and knowledge, attainment of employee sustainability goals, sustainable 
work climate, and sustainable employee behaviours and attitudes. Firstly, organiza-
tions are encouraged to utilize their commitment to sustainability when recruiting 
because it can attract applicants who align with an organization’s sustainability 
goals [12]. Secondly, commitment to sustainability within organizations is believed 
to affect employee commitment and job satisfaction positively. Sustainability 
behaviours in employees can increase if companies commit supervisory and organi-
zational support to the workforce. Fourth, an organization’s sustainability strategy 
should align with a company’s organizational climate for sustainability strategies 
to be successful. Training and developing essential knowledge and critical skills are 
also necessary to achieve sustainability. Lastly, the evaluation and compensation 
system can include sustainability targets to increase attention and achieve sustain-
ability goals.

HRM sustainability can be approached from different angles, resulting in varying 
outcomes and objectives. But, sustainability development integrates similar elements 
across sectors and types of organizations which are appropriate for forming sustain-
able strategies and programs. As a result, sustainable HRM features are most common 
across all HRM functions, irrespective of the organization’s size, leadership style or 
geographic area. Sustainable HRM depends highly on an organization’s leadership 
and strategy. Most corporate sustainable leadership strategies are carried out by an 
executive management team that deals mainly with implementing sustainability. The 
management team is therefore responsible for sustainability implementation through 
the following steps (Figure 3).

Working towards sustainable HRM is a journey that depends on three major com-
ponents: compliance, corporate governance and business ethics. Compliance with, 
for example, national, federal, regional and local laws and labour regulations is the 
first step towards sustainable HRM. Business ethics includes behavioural guidelines 

Economic
Delivering acceptable shareholder returns

Legal
Business operation to align with law regulations

Ethical
Social and environmental impact of business operations and duty to care

Discretion
Seek opportunities proactively and positively contribute beyond business ethics, compliance and profitability in 
society; understand stakeholder needs, and address societal issues through business practice.

Source: Author’s description on the base of Cohen et al. [14] and King and Cohen [15].

Table 1. 
Principles of business sustainability.
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through which employees, managers, and directors are expected to behave and pres-
ent acceptable moral and ethical business standards. On the other hand, corporate 
governance refers to systems by which companies are directed and controlled. While 
the board of directors in an organization are responsible for ensuring corporate 
integrity and providing direction for organizational strategies for sustainability, HRM 
practices can be enhanced by the board’s directive through legitimate and empower-
ing frameworks. These frameworks include (Table 2):

Figure 3. 
Source: Author’s elaboration adopted from Cohen et al. [14], King and Cohen [15] and Parry et al. [18].

Framework Explanation

SA8000 It focuses on human rights and business labour standards and 
prescribes process and performance criteria for sustainability. 
It also focuses on management systems necessary to ensure 
proper outcomes.

Global Reporting Initiative Framework Its mission is to develop a disclosure mainstream for 
environmental, social and governance performance.

International Standard ISO 26000 Provides guidelines on social responsibility and is intended 
for use by organizations across the globe and of all sizes, but 
targets mainly small and medium-sized enterprises.

Organization for Economic Co-operation and 
Development Guidelines for Multinational 
Enterprises

They are intended to govern large organizations and ensure 
harmonious relationships between organizations and 
government policies. This framework provides guidelines for 
developing HR policies and practices.

United Nations Global Combat Requests businesses or organizations to observe ten universal 
principles around responsible business practices. These 
principles deal with, for example, labour standards, human 
rights, anticorruption and environmental stewardship.

Source: author’s description based on Cohen et al. [14].

Table 2. 
Frameworks towards business sustainability.



People Management - Highlighting Futures

130

Several factors have been identified that might affect the future of HR practices 
negatively or positively. In the ever-changing global economy, organizations are 
encouraged to consider reviewing labour policies, education, benefits packages and 
compensation, which are essential to human resource management. These factors 
contribute to the development of better organizational infrastructure. Therefore, 
the future of human resource management will force HR managers to only recruit 
competent staff and leaders who will develop strategic decisions that will enable 
organizations to compete with foreign companies. The HR focus in future includes 
workforce diversity to enhance leadership behaviours and incentives to motivate the 
workforce [12].

But most importantly, HR managers ought to pay attention to the impact of global-
ization for organizations to retain a competitive advantage in the global market and 
experience a long-lived experience. Aust et al. [20] postulate that globalization, diver-
sity, compensation and benefits packages form an integral part of future-orientated 
organizations, which must ensure that business strategies align with organizational 
goals and objectives and that organizations compete effectively in the global market. 
Therefore, maintaining effective performance-based systems, adapting to new tech-
nological innovations, investing in workplace diversity and maintaining competitive 
pay systems and technical competencies are prerequisites for HR sustainability and 
business success.

In pursuing sustainable HRM, human resource managers need to understand and 
carefully implement critical tenets of sustainability practices and HRM capabilities. 
These include, amongst many others:

• Understanding both local and global sustainability issues affecting business 
performance;

• Understanding principles of sustainability in business;

• Ability to link issues of diversity, inclusion and organizational climate conditions 
that support improved performance;

• Ability to develop a process for using stakeholder feedback and external aware-
ness to identify HRM aspects related to policies and practices with broader 
societal impact instead of focusing only on internal effects.

Sustainable HRM, in essence, plays a significant and positive role in achieving 
business outcomes and exerts a positive impact on employees and external stake-
holders [20]. Ehnert et al. [9] assert that HRM sustainability practices increase the 
maximization of profits within organizations and simultaneously reduce nega-
tive detrimental influences on employees and societies. Positive consequences of 
sustainable HRM include the overall growth value of an organization’s worthwhile 
boosting national and international competitiveness. Improved employee engage-
ment, increased employee satisfaction, HR quality boost, employee development, 
enhanced work efficiency, increased motivation and higher organizational loyalty 
are some of the benefits that sustainable HRM has for organizations. It can be con-
cluded that socially responsible human management presents itself in the treatment 
of employees as primary stakeholders in an organization [21]. Therefore, diversity 
management is consequently considered a social aspect of sustainable HRM in this 
chapter.
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While human resource management incorporates planning, integration and action 
plan to manage employees effectively, diversity can also be included within the prac-
tice of human management, thus, creating an alignment between human resource 
strategies and diversity management goals. Based on the ecological perspectives, the 
concept of “greener organizations” is explained by Bangal and Tiwari [22] as HRM 
practices developed and implemented to promote employee behaviour to enhance 
the ecological efficiency of a company. It means that green HRM can be stimulated 
by employees, employers, regulatory stakeholders and customers [23]. Strategies to 
promote "green conduct include mobilizing employees to implement sustainable basic 
operations at all stages and different business levels. It also works towards holding 
employees accountable for applying sustainable practices in their daily work life and 
encouraging the workforce to further the practices in pay incentives. Lastly, using 
tools to equip employees and train them to develop or improve further. As a result, 
HR strategy and planning, talent management, building a strategy, organizational 
effectiveness, and leadership development are the critical knowledge areas for all HR 
practitioners.

The sustainability of HRM is distinguishable through three approaches: sustain-
able resource management, sustainable HRM and sustainable work systems. Work 
systems identify the core social aspects of sustainability and are intended to expand 
the perception of mechanisms involved in implementing and improving human 
resources [24, 25]. On the other hand, sustainable resource management prioritizes 
the clarification of organization and environmental association and further proposes 
approaches to combat resource scarcity. Sustainable HRM results in a shared advan-
tage for stakeholders, eventually leading to enduring economic sustainability [13].

Figure 4. 
Source: author’s elaboration based on Mohanty and Nayak [26].
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In a globalized, liberalized and industrialized world of work, all organizations 
work towards sustaining competitive business environments. Mohanty and Nayak 
[26] and Bangal and Tiwari [22] postulate that every organization is responsible for 
implementing eco-friendly businesses that create healthy working environments and 
long-term sustainability. As a result, Green HRM is an emerging concept that signifi-
cantly influences the future of HRM and diversity management. Green HRM focuses 
on rules, regulations, recruitment, selection, performance, training, welfare and 
employee counselling. Green HRM, therefore, encompasses integrating HR practices 
and managing the environment in which businesses operate. Figure 4 below presents 
the components of Green HRM as identified by Mohanty and Nayak [26].

Although the implementation of Green HRM has been criticized for its complex-
ity, green HRM practices have been admired for their numerous benefits. They 
include, amongst many others, the ability to reduce overall costs, increase employee 
morality, motivate innovation and growth, develop knowledge for green HRM, 
increase a company’s image, and improve stakeholder, customer, supplier and 
employee relationships. It is postulated by Margaretha and Saragih that Green HRM 
in the future focuses on enhancing HR practices to sustain businesses [27]. The main 
goal of Green HRM is to reduce the wastage of resources and ultimately preserve the 
environment. The components of Green HRM, as highlighted in Figure 4 above, are 
powerful and practical tools to increase employee engagement and better productiv-
ity, make employees eco-friendlier, and achieve business sustainability [23].

The pursuit of business sustainability, in essence, depends on an organization’s 
capacity to adapt to an organizational culture where diversity is concerned. The 
following recommendations are provided for HR managers to practice for successful 
diversity management and business sustainability.

• Educational courses for human resource managers and specialists to improve 
the competency level of managers in executing and implementing diversity 
management;

• Evaluating the effectiveness of diversity management approaches, programs, and 
cooperation and adjusting it to that of management;

• Accommodating vulnerable employees by continuously providing training and 
development activities related to education and language courses to break, for 
example, language barriers and deepen employees’ technical skills;

• Adapting and adjusting the selection of employees with the needs of organiza-
tions to build the employer’s brand through appropriate HR processes.

Concisely, cultural and personal diversity forms an integral part of diversity manage-
ment as a strategy to improve individual and team performance and the organization.

4.3  Integration of diversity management and HRM towards business 
sustainability

Despite the contribution of businesses to the development of labour market 
economies, diversity is overlooked, and achieving sustainable firms is still a challenge 
in the world. Numerous business scholars have addressed the issue underlying the 
business sector by identifying causes and analyzing business failure rates but failed to 
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provide answers as to what businesses can do to achieve diversity and become sus-
tainable. Business sustainability is rooted in numerous elements, but diversity, good 
governance, compliance and ethical conduct are fundamental features. Diversity 
initiatives are increasingly gaining attention and increasing in the job market due to 
globalization. It is stated that the impact of globalization on human resource practices 
in future will be dire as a result of the rapid growth of global markets due to the 
foreign competition, which will force small and medium businesses to improve their 
workforce for competitive advantage. Many organizations in the modern day are 
heavily invested in managing diversity to enhance firm performance through diversity 
initiatives such as workplace benefits and programs. These programs incorporate 
organizational features such as flexible work environments, which scholars within 
the field believe will transform the role of human resource managers and concert it 
into diverse areas focused on transferring knowledge, workers’ expertise and skills. 
Researchers solicit that the initiatives mentioned above will significantly contribute 
toward developing harmonious skills, talents, leadership styles and behaviours, 
enabling businesses to achieve organizational goals and objectives [3, 19, 20, 28]. 
Although organizations will have a diversified workforce, achieving business sustain-
ability and success in global markets will be very challenging for human resources.

In a study conducted by Mutku [28], it is highlighted that human resource manag-
ers may struggle to understand differences in global corporate cultures related to 
organizational policies, staffing, training, legal frameworks and recruitment and 
selection. In addition, it is proposed that human resource managers face challenges in 
recruiting and training employees for diverse workplaces where they will no longer be 
responsible for recruitment and selection but for employee training. As the diversity 
widens and employers pursue various workspaces, inequality and discrimination 
might escalate. Labour departments might also struggle to balance employment secu-
rity for their workforce and adapt to changes within labour markets. For example, the 
determination of minimum wages for workers will become extremely challenging as 
technology is already making it difficult for job seekers to secure low-skilled jobs [26].

Diversity management as a component of HR practices significantly impacts 
HRM sustainability. HRM sustainability, for example, is achieved by developing 
employee skills and maintaining an active, healthy workforce. While HRM measures 
are believed to trigger employees’ performance, training an organization’s human 
resources is vital for sustainable development [20]. Aspects such as networking, 
succession planning, hands-on learning, self-development and coaching can enhance 
talent and ultimately lead to HRM sustainability at the organizational level. The social 
components of HRM sustainability for organizations should consider stakeholders’ 
insights and behavioural patterns, setting objectives and strategies, taking account-
ability by observing the set goals and developing organizational involvement [17]. 
Social justice is, therefore, a significant factor and should also be kept in organiza-
tions because it influences employees to accept organizational structures, respect 
the code of conduct, make sacrifices for the best interest of business, and protect 
organizational resources [29]. Psychological components of HRM sustainability focus 
on freedom from work-related pressures as an essential part of sustainability because 
it aims to extend the sustainability paradigm by shifting it from the environmental 
sphere to the psychological and social contexts. It influences and increases employees’ 
ability to work as a team and communicate effectively and constructively. Therefore, 
employees’ psychological needs such as human qualities, self-esteem, self-awareness, 
organizational beliefs and self-reconstructions and a sense of belonging need to 
be met to provide employees with a basis for survival in the workplace, including 
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well-being and workplace advancement in a work environment that matches indi-
vidual abilities and capabilities [30].

Where business is involved, diversity should not be seen as just a “moral issue” but 
also as a business concept. As organizations increasingly become global, diversity auto-
matically transforms into a competitive advantage for many companies that embrace 
it [2]. Therefore, HR’s role is to create and empower diverse cultures that are inclusive 
and offer employees opportunities to grow, learn and contribute to their organizations. 
Diversity management is also renowned for its ability to aid managers in identifying 
new trends, which hones factors that motivate staff, increase productivity, boost the 
workforce at all levels and create an inclusive work climate. Diversity management, 
therefore, contributes to the changing nature of HRM and has rapidly transformed the 
role of HR in the past two years [28]. The future of HRM due to diversity management 
will consist of more agile working environments that are consistently innovative and 
require the workforce to share resources. That is, the growing gig economy will eventu-
ally transform into a sharing economy and become one that revolves around sharing 
physical, technological and human resources [31]. Sharing resources will contribute 
to a competitive advantage by attracting future talent, changing work styles, enabling 
HR managers to forecast future work economic trends, and matching the demand and 
supply from person to person. Furthermore, it is believed that working environments 
will be mostly micro-innovative in the next decade. The workforce will consist of 
product-centric teams, which will create policies around digitalization at work [28].

5.  Contribution of the role of diversity management and HRM in business 
sustainability to People Management-Highlighting Futures

This chapter contributes to literature or knowledge by growing understanding of 
diversity management and its significant role in business sustainability. Diversity as a 
principle for competitive advantage is poorly understood and limited by the availability 
of academic research data. Diversity management is an under-researched concept, and 
achieving business sustainability remains a complex area in the global market. Therefore, 
diversity management and business sustainability as areas of research interest require 
a new balance between organizational strategies and business models, diverse working 
environments and sustainable business operations. This chapter, therefore, contributes 
to a unique, multidisciplinary framework, diversity management, which integrates a 
holistic approach to investigating its role in achieving business sustainability.

The approach to understanding people management in diverse working environ-
ments focuses on individual and collective performance in workplaces and the role of 
management at all organizational levels to gain competitive advantage. It recognizes 
that the business environment is often conceived as a workplace where employers, 
managers and employees encounter differences and imbalances. As a result, such 
experiences can result in transformational shifts which impact overall business perfor-
mance. Therefore, the chapter contributes to a growing understanding of how diver-
sity management improves business performance and sustainable business practices.

6. Conclusions

This chapter outlined an overview of diversity management and human resource 
management. Research studies prove that diversity is inevitable in modern society and 
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that HR managers must prioritize diversity management in workplaces as it is influ-
enced by numerous factors such as demographics. It is evident that diversity manage-
ment is a crucial area for strategic management and allows organizations to identify 
employee differences to obtain and maintain a diverse, skilled workforce. Diversity 
management has many benefits for organizations, including HRM productivity and 
inclusive organizational culture. The implementation of diversity management, 
although a rigorous process, is recommended for its ability to motivate employees, 
attract a talented workforce and retain employees. Human resource management is 
also discussed as an invertible concept in the business world, which plays a vital and 
most valuable role in any organization. Therefore, the chapter discussed several factors 
affecting human resource sustainability. Economic and political factors affect the 
environmental sustainability of businesses, while HR, organizational branding, and 
psychological and social factors contribute to organizational sustainability. The busi-
ness case of HRM and sustainable businesses highlights aspects such as the recognition 
of the right to collective bargaining, promotion of freedom of association and greater 
environmental responsibility as principles of sustainability. A guideline for imple-
menting sustainability goals was also highlighted, as well as sustainability frameworks. 
Lastly, diversity and human resource management are inseparable aspects. Thus, this 
work addressed diversity management’s contribution to human resource management 
and sustainable businesses. Diversity management’s contribution is linked to the future 
of HRM, which highlights the importance and impact of Green HRM as a powerful 
tool for managing diversity and achieving business sustainability.
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Chapter 9

The New Business Management 
of Innovation and Human Capital: 
European vs. American Model
Paulino Montes-Solla

Abstract

This work aims to shed light on the new principles and techniques of business 
management of innovation and human capital within a widely connected world. 
The two most extended innovative paradigms (startups and transfer innovation) 
are used in all world innovation systems. Their common point is the transformative 
potential of innovation based on good human capital skills in new management 
methods to promote an adequate combination of economic progress and social 
welfare. The human capital skills must be focused on the new agile business models 
used by these innovative paradigms on the frontier of technological knowledge. The 
entrepreneurs, startups, and innovative companies need to attract innovative talent 
that help to implement industrial initiatives (Industry 4.0 in Europe and Advanced 
Manufacturing in the USA) and dynamize the traditional productive sectors in a 
market with uncertainty. The technology knowledge is relatively stronger and reliable 
than business knowledge. Therefore, ICT skills and new innovation management 
are keys to supporting traditional sectors. The startup boom will produce changes in 
business models, organizations, and human capital skills.

Keywords: innovation, entrepreneurship, startups, new business management,  
human capital, EU, USA

1. Introduction

The objective of this chapter is to present orderly the new management principles 
and human capital skills to reduce the uncertainties and costs of the innovation 
processes at the market. The main innovation stereotypes (USA vs. European) are 
compared, and their implications for current innovation policy are discussed.

The content is structured as follows. In the first place, technological and market 
uncertainties that affect innovation are introduced. The second section highlights the 
necessary skills of human capital to cope the new challenges into a changing world and 
new business models focused on digitalization and blank spaces markets with fuzzy 
goals. The third part delimits the different styles of innovation, the startup model 
(American paradigm), and the innovation model by transfer to productive processes 
and sectors in industrial sectors to develop their productivity (European and especially 
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German paradigm). Finally, in the fourth part, by way of conclusion, current views 
on the possibility of a fourth industrial revolution (Industry 4.0 or EU model vs. 
advanced production initiative or US model) are discussed. The threats of the disrup-
tion innovation they can pose in a connected world on the brink of an information 
revolution are presented. The problems are exposed, and the support for both styles 
of innovation is justified as a more sensible line of policy, together with a growing dif-
fusion of new techniques and principles of innovation management in the training of 
young professionals and managers, as well as their dissemination between profession-
als and managers of consolidated companies, opinion formers and policy-makers [1].

2. New ideas, inventions, and innovation: the market uncertainties

Currently, most innovations are linked to the inventions and advances of science 
and technology, but innovating is more than that. To innovate is to bring to the mar-
ket new products and services that meet the needs of your potential customers and 
that they are willing to acquire. Therefore, the business management of innovation 
is different from invention. It is the art of designing, developing, and marketing new 
products and procedures with good expectations of success in the market.

Business innovation combines creativity, research, and product development to 
create offerings for different customer and consumer segments. It unfolds in a context 
of uncertainty (technological, productive, and market), the greater the degree of 
novelty (breakthrough) of the ideas and inventions on which it is based.

Usually, inventors do not pay much attention to the market phase (commercializa-
tion road map), but the evidence shows that it is essential in terms of benefits or net 
profits. Inventors do not usually pay much attention to the market phase (commer-
cialization road map), but the evidence shows that it is essential in terms of benefits 
or net profits.

Once the innovation phase has been launched, there is a head-on collision between 
forecasts and reality, since entering an unknown territory (blue ocean) with multiple 
dimensions and unpredictable details. This context of uncertainty is characterized by 
an action and discovery spiral: new step (action), new information (feedback), and 
new context (continuous reassessment) of possibilities, needs, and objectives of the 
innovation development and implementation process.

3. Human capital skills to the innovation challenges

The main advantage of the innovation process is the creation of new economic 
business spaces outside the competition of traditional sectors.

Business managers have been transforming the vision of the human capital 
necessary to face the challenges of the market. In manufacturing societies, they were 
considered only as labor. Over time, human capital has been gaining importance as 
their skills and knowledge in business management have increased. So, Maslow [2] 
introduced his theory of hierarchical needs and provided management with new 
insights on how to use human capital. With the development of the service sector at 
the end of the twentieth century, a close relationship is generated between business 
human capital and business success for the sale of this intangible service.

When global business competition is generated at the beginning of the twenty-
first century, the qualifications and capabilities of human capital become extremely 
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necessary to redesign or modify products and services and adapt them to customer 
demands. Good human capital facilitates the creation of value in companies. The 
scientific-technological revolution has fostered the process of change and appreciation 
of human capital in order to differentiate itself from the competition at a global level.

One of the key inputs for the success into innovation process is human capital 
training, defined as skills, knowledge, and experience of employees. A formed human 
capital strengthens the capacity of a firm to retain and develop a new knowledge fron-
tier. Thus, a well-trained human capital is more likely to spur innovation at companies. 
Even, some companies come to pay a postgraduate innovation training to employees to 
improve the possibilities of success in the process of new products launch.

Technological change facilitated the spread of knowledge and prompted the birth 
of new models of innovation. This is what was called “the innovator’s dilemma” [3] of 
which there are such well-known examples as Kodak, IBM, or Xerox, which lost their 
leadership by “disregarding” an unknown segment of their business. New opportuni-
ties and capacities were opened to absorb external knowledge and take advantage of it 
in the company, which gave a key impetus to business innovation processes (concept 
of absorptive capacity [4]).

Open innovation [5] describes the radical change in the ways of managing R&D in 
large companies and small projects. The traditional internal models were opened to 
external sources to acquire new knowledge, exploit technologies, and improve results. 
The cooperation and openness of R&D to find new solutions for customers increased 
efficiency and generated new business models, increasing development possibilities 
[5, 6], on the evidence in the consumer electronics sector [7].

In the consolidated companies, marketing experts were integrated into the product 
development teams and new marketing techniques were put into practice for the new 
products (idea filtering, concept testing, and product testing. All these techniques are 
an essential part of the new business management of innovation [8].

The new open innovation models are also widely used in the startups and small- 
and medium-sized business sector based on the qualification, skills, and knowledge 
of human capital to break down many barriers and obstacles of the innovation [9–11]. 
A startup is not a company per se, it is a provisional organization whose objective is 
precisely to design and search for a product and a viable business model that allows 
it to develop sales and become a company. To do this, it is necessary to have a human 
team with skills in the new management of innovation.

In summary, human capital with postgraduate education on innovation manage-
ment, or employer-sponsored training or business experience on innovation manage-
ment, are significantly associated with the success of the innovation launch process to 
the market.

4.  Innovation models: disruptive startups (US paradigm) vs. transferring 
process (EU paradigm)

There are many different types and classes of innovation, which makes it difficult 
to classify them, but they can be grouped into some reference paradigms.

4.1 US innovation paradigm: Startups model

On the one hand, there is the trend called “Innovation at the frontier of knowl-
edge.” It refers to the American creative style, whose paradigm is the “innovative 
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milieus” (such as Silicon Valley at San Francisco or Route 128 at Boston). They are 
highly efficient innovation systems, endowed with expert knowledge and highly 
developed and sophisticated financing and marketing mechanisms, where inventions 
at the frontier of knowledge become highly relevant disruptive innovations (Google 
and Facebook, now called, Alphabet and Meta).

Currently, there is a boom in entrepreneurship and an explosion of technology 
startups in many parts of the world. According to many experts, the current boom 
in tech entrepreneurship has much stronger foundations than the internet bubble 
of the 1990s. The product development and market launch process are long, costly, 
and fraught with uncertainty about consumer response. For these reasons, the new 
startup management principles are oriented toward a process of customer discovery 
and customer validation hypotheses, where the product development goes hand by 
hand with the customer validation. The aim is to create an MVP (minimum viable 

Figure 1. 
Development phases of a startup. Source: Own elaboration based on The lean Launchpad online blog.
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product or prototype) with which the sales process can be started and captures the 
market information, unlike what traditional models of a complete development of the 
product have proposed.

This new methodology of the US paradigm (startups) is based on a gradual search 
process through experimentation and validation of the starting hypotheses (see 
Figure 1 below). This makes faults discoverable quickly and inexpensive. With this, it 
allows ratifying or reorienting (pivoting) the attributes and benefits of the minimum 
viable product and the value proposition until they fit into the “pain points” and the 
unsatisfied needs of customers.

The key aspect to develop a startup is the search and discovery of a product and a 
business model that works and adapts to the needs of potential clients. As can be seen 
in Figure 1, it is a two-phase process: the first phase is search, based on a process of 
interaction with consumers and clients for discovery, reformulation, and validation 
of initial hypotheses, and the second phase is execution, based on the generation of 
customers sales and the construction of the company [12].

During the customer discovery process, startups look for a business model that 
works, so if potential customers do not validate their initial business hypotheses, they 
revise or pivot to new hypotheses. It is an iterative process of trial and error, where 
failures will be quick to find the right solution as soon as possible. Once the product 
has been validated and the model has been tested on the market, startups increase 
their marketing and sales spending and begin to scale their business. From there, the 
startups will begin the process of company building.

For this reason, the biggest real challenge for startups is to develop and validate 
their value proposition, define their products, and seek a profitable business model 
that allows them to consolidate sales and scale business volume. For this, there are 
instruments to evaluate the key points of the project, as is the case of The Business 
Model Canvas [13].

Agile development methods are used to shorten the product development 
cycle. This methodology (Lean Startup) was disseminated by Eric Ries, one 
of Steve Blank’s most brilliant students, in the homonymous book [14]. It uses 
in-market validation tests to align the processes of product creation and customer 
discovery and development, tweaking and pivoting (bottom part at Figure 1). It 
uses incremental indicators to measure the result of actions on interested custom-
ers and sales and analyzes and controls the appropriate growth model based on 
the costs of acquisition, customer retention, and value of customers throughout 
their life cycle.

Steve Blank indicates several advantages of the agile management of innovation 
and entrepreneurship through the Lean Startup methodology [15]:

1. Sharp drop in the cost of developing new products.

2. Better ways to finance risk with new types of investors (business angels, accel-
erators, and micro-VCs).

3. Own development of innovation management that greatly reduces the cost of 
errors and failures.

4. New technology fast consumer adoption, opening opportunities for startups 
with low-cost products, and large companies with novel solutions.



People Management - Highlighting Futures

146

4.2 EU innovation paradigm: transferring process model

On the other hand, there is the “innovation by transfer” style, which is the European 
Union paradigm. It focuses on supporting the diffusion of new technologies to improve 
processes and products to the real economy, both in “spearhead” technology sectors and 
in industry in general, or even in the more traditional sectors (agricultural and livestock 
sectors). The key idea of this approach is that innovation should be spread broadly to 
drive productivity gains throughout the economy, and not be concentrated in just a few 
high-tech sectors. This European style is usually supported by collaboration networks 
with public-private partnerships and broad incentives from public policies.

The greatest exponent of the EU innovation paradigm is the German case. It has 
taken the lead in adapting innovations to industry and spreading them across business 
sectors. A large part of the innovations consisted of introducing new ideas and capa-
bilities into businesses with traditional products and processes to give them dyna-
mism and future prospects. In large part, “Germany’s style of innovation explains its 
prowess in the field of manufacturing: most of the Chinese products we buy every 
day are produced with machinery made in Germany, and the companies that make 
them are prospering” [16]. One of its most emblematic successes is the Fraunhofer 
Foundation innovation collaboration network.

The main characteristic of the EU transfer innovation paradigm is that generates 
vast possibilities for new styles of entrepreneurship. The possibilities and future 
trends are not yet well known, but it is observed that this type of transfer innovators 

Figure 2. 
Top 10 startup mistakes (relative frequency %). Source: Own elaboration from 100FirstHits data [15].



147

The New Business Management of Innovation and Human Capital: European vs. American Model
DOI: http://dx.doi.org/10.5772/intechopen.106928

requires broader professional skills, training, and knowledge to build bridges between 
different industries and businesses.

4.3 Startups mistakes of both paradigms

But even though startups use these agile methodologies at both paradigms, they 
also make mistakes and fail in their product launches to market (see Figure 2).

More than 60% of startups frequent mistakes are concentrated in areas related to 
the development (or discovery) of clients, reaching up to 66% if we also consider the 
mistake of devoting more effort to attracting investors than clients (5.4%). The big-
gest mistake is still building something that no one wants to buy (35.8%). Following 
in importance is the dispersion of efforts in search of all perceived opportunities 
without concentrating resources (very limited in a startup) in the appropriate mar-
ket segment (13.4%). The next biggest mistake is overfocusing on internal product 
development without starting early sales and marketing studies as soon as possible 
(11.7%). Waiting to have the product completely ready is a major mistake that forces 
you to invest time and money without having solid evidence from customers through 
demos and minimum viable products (MVPs).

Disruptive technology startups have a lower probability of success (>25%) 
than the creation of SME companies in other traditional sectors, but their capac-
ity for growth, scalability, and success (hockey stick growth trajectory) is in a very 
short time they reach prominent positions among the most influential and largest 
companies.

5. Conclusions

The two innovative paradigms (startups and transfer innovation) are used, to a 
greater or lesser extent, in all world innovation systems. Innovation processes are 
made up of very different combinations of both paradigms. Their common point is 
the transformative potential of innovation based on good human capital skills in new 
management methods to promote an adequate combination of economic progress and 
social welfare.

These skills must be focused on the new agile business models used by startups 
on the frontier of technological knowledge. These new projects challenge established 
norms and created new business spaces with disruptive capacity (Apple, Spotify, 
Amazon, Uber, Airbnb…) [17].

But also, human capital skills can be able to help industrial initiatives of the two 
paradigms (Industry 4.0 in Europe and Advanced Manufacturing in the USA). They 
can be able to increase the dynamism of the traditional productive sectors as central 
elements for employment, prosperity, and the countries’ own innovative capacity [15].

Currently, process innovation in manufacturing and other sectors, supported by 
widely used new technology projects (ICTs, Robotics, New Materials, Algorithms, 
etc.) is causing profound changes in production methods and industrial organization 
(Industry 4.0) [18]. These changes are the beginning of the “fourth industrial revolu-
tion” because of a digital transformation of manufacturing and production. In this 
new paradigm of industrial change, Germany has a world leadership position. It has 
focused on the innovation of state-of-the-art industrial equipment and processes.

Currently, the possibilities of integrating the different general-purpose tech-
nologies (GPTs), such as IoT, in the different automation processes of production, 
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logistics, and distribution offer fantastic prospects for the development of the indus-
try [19]. And, in the future, the changes in industrial production processes (general 
interest services included) will generate new personalized business opportunities for 
clients and consumers.

But, at this moment, only a few developed countries have maintained the value of 
generating industrial value added. Only Germany and Austria (see Figure 3) main-
tain an industry with a significant relative weight and a more favorable evolution than 
at the world level [20].

The objective of Industry 4.0 is to increase the competitiveness and sustainability 
of industrial sectors and maintain the weight of these sectors in the economy. For this, 
it is necessary that the promotion of automation, robotization, and information on 
industrial and manufacturing processes generates new jobs that have skills of the new 
principles of innovation management adapted to customers.

It is vitally important to preserve jobs and activities in the industrial core of devel-
oped countries, but it cannot be done at any price. ICTs and their use in advanced 
manufacturing open a window of opportunity. It is based on technological develop-
ments and R&D, whose evolution and trend have less uncertainty than innovation 
processes linked to the market [21].

As a summary, knowledge related to technology is relatively strong and reliable, 
while knowledge regarding business developments is weaker and less reliable [22]. 
Therefore, ICT skills and new innovation management are keys to supporting tradi-
tional sectors.

Disruptive changes combined with new agile business models will help increase 
the productivity of traditional sectors. The startup boom will produce changes in 
business models, organizations, and human capital skills. These changes will reach 

Figure 3. 
Industrial added value in Europe (2017). Source: Interreg Europe data [17].
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Chapter 10

Leadership in Multi-Space Offices: 
Realizing the Potential of Modern 
and Flexible Workplace Concepts
Sandra Gauer and Luka Ilic

Abstract

This chapter discusses the challenges for managers resulting from modern  
and flexible workplace concepts. It will specifically reflect on stressors that arise  
for employees when working in a multi-space environment and how employees bind 
to their workplace. Using a combined methodological approach, which integrates 
a literature review with the experiences of our daily work as workplace change 
consultants, managers receive concrete advice on how to lead in multi-space. This 
article thus aims to reduce the uncertainties and stressors triggered by New Work 
environments, or even to convert these into growth potential for the entire company, 
by naming concrete leadership measures based on values formulation and emotional 
leadership.

Keywords: organizational leadership, stress management, multi-space, New Work, 
training and development

1. Introduction

The world is in change, and New Work is a result of this. What is meant with New 
Work, a wide idea which encompasses a whole range of concepts? For that, one must 
get a hold on the underlying drivers which point the way in which work evolves.

New Work is a socially driven change, encompassed by the dynamics of globaliza-
tion, technology development, and improvement of living conditions all abroad. 
Naturally, globalization has its downsides too. On the other hand, changing demo-
graphics impact directly the situation of work. Generations X, Y, and Z will progres-
sively incorporate into the workforce, whereas society experiences altogether an aging 
of its population. The result is a lack of qualified and leading workers [1]. The nature 
of work turns global as well and demands on mobility and permanent availability 
increase, with a tendency toward globalized connection among people and coworkers. 
This widening of our network and social sphere also implies that the workforce has a 
larger range of employment options to reach. Organizations must therefore consider 
the needs of their employees more considerately if they want to keep the already 
scarce human resource.
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As our societies have been experiencing, digitalization is abstracting work, infor-
mation, and data into automatized circuits. It facilitates working with information 
and knowledge, automatizes physical and digital processes, and helps visualize facts 
that otherwise would be too complex or expensive to represent. Digitalization is a true 
disruptive force, which also allows employees to access their jobs within a tick of an 
eye, or a mouse click. In this sense, the last pandemic has also demonstrated to which 
degree the current network of jobs in our society can be extrapolated into our own 
homes, namely under the term of home office.

With changing dynamics and increasing ease of life, people have more resources 
and can decide more freely what they do. A rash change of values is taking place in 
our twenty-first century [1]. Generally speaking, work-centered lifestyles are shift-
ing to more balanced ways of living, gaining family, friends, and relationships more 
consideration [2]. Within work, values divide, ranging from people who seek to 
live stress-free from work, others want to work in community and for social causes, 
or work committed with a vision and meaning in mind. New Work is increasingly 
being conceptualized as an element of life that promotes self-actualization, personal 
security, meaning in life, and relationships with others [1]. For instance, according 
to the Zukunftsinstitut, the prevalence of home office has been decreasing after the 
pandemic. Many long for the social aspect of work where one gets to creatively and 
genuinely engage with other coworkers [2], which strengthens the idea that people are 
social in nature.

In consulting practice, however, it is noticeable: executives from larger companies 
often express the opposite view. Many of their employees apparently do not want 
to return from the home office. The situation is not quite that simple; the problem 
seems to be a double-edged one. Often, attempts are made to get people back into 
the office by offering free coffee, sponsored lunches, or internal sports activities. 
There is nothing wrong with this in principle, but creating a monetary incentive is the 
wrong marketing strategy in this situation. Social factors must be used in advertising. 
Employees must recognize the benefits of the office on their own initiative and want 
to come back.

Currently, from a practice perspective, the trend is 60/40: 60% of managers 
struggle to get their employees back to work in the office and in 40% observe that 
employees are happy to return to the office. The key question is, how do you balance 
home office engagement with a conducive work environment? A strategy must be 
chosen that ensures the preservation of the corporate and individual added value 
of home office. How well this balance is achieved has a lot to do with a company’s 
corporate, leadership, and team culture and its communication strategy. These four 
areas must therefore be analyzed and optimized. This is exactly where Workplace 
Change Consulting comes in. The goal is for employees to return to the office volun-
tarily and with pleasure, and to recognize the added value, especially of direct social 
interactions.

Indeed, humans are social in nature, a generally acknowledged fact. People are 
embedded in organizational structures, too, and the organizational structures of 
enterprises are experiencing deep remodeling because of pressing global demands. 
Being pressed by a changing work environment [3], organizations must be much 
more attentive to changes in the industry and technological realm to remain compe-
tent. With it, the individual carries more responsibility for the success and survival 
of the firm. Organizational hierarchies become decentralized, and coworkers gain 
in freedom and responsibility, which makes the production of internal knowledge 
a more collectivized and democratized phenomenon. Agility and resilience are 



155

Leadership in Multi-Space Offices: Realizing the Potential of Modern and Flexible Workplace…
DOI: http://dx.doi.org/10.5772/intechopen.106887

keywords for this development. And where abstract structures reshape also make the 
space conditions in which employees work. To optimize performance, the resources 
and physical space need to reflect the organizational dimension and how people 
cooperate with each other. Digitalization allows for new forms of teamwork, where 
digital tools and cloud-based services enable for direct communication and collabora-
tion. Nevertheless, as stated before, the digital world cannot replace the real-time 
social world.

Activity-based work (ABW) is a concept that supports working in various areas, 
based on to the required work demands and needs [1]. Overall, ABW represents 
multifunctional workspaces with different work zones available for different needs. 
For example, an employee might need a day to exchange information with another 
employee in privacy, work in a bigger team, and then focus alone. Accordingly, he can 
use the exchange zones, collaboration zones, and retreat zones. The concept of ABW 
is embodied in Multi-Space offices which provide the users with diverse functional 
spaces.

It is important to note that, in addition to the type of work, personality also plays 
an important role. Personality-based working (How are employees structured and 
under what conditions are individuals efficient and capable?) is just as important as 
performance-based working. Depending on personality, a zone that is objectively per-
fectly designed for a certain function may nevertheless not work for a person because 
of his or her personal way of working.

Multi-Space offices have only recently been used because they are the direct 
result of New Work demands. Nonetheless, according to a review on modern office 
concepts, the breadth of literature covering this topic presents clear contradictions 
when referring to the perceived satisfaction employees experience with new office 
spaces [4]. Whereas some studies present satisfactory results with Multi-Space 
offices, others result in low levels of satisfaction and find more negative aspects 
than positive ones. According to the same study, the difference in perception is 
explained to a large extent by the fact that office designers do not consider the needs 
of the employees.

That is why it is so important to involve the employees in the process and check in 
on them regularly—not only on an architectural but also on a human level.

Nevertheless, the work change process should remain a top-down process. 
Practical experience has shown that change must be initiated from the top. A bottom-
up approach does not achieve the desired results. In order to be able to integrate the 
needs of the employees, it is extremely relevant to define the framework conditions 
of the new working world in advance. This can be done, for example, by means of a 
basic document to which everyone can orient themselves and which contributes to a 
common understanding of the starting position, approach, and goal. In this way, it 
is also possible to set the right expectations. Incorrect expectation management can 
jeopardize the transition to the new working worlds and so exactly the opposite of 
what is intended happens: People are distrustful and close their minds to change.

The same study as mentioned above also shows that the perceived satisfaction with 
the workplace depends to a large extent on overall satisfaction with the work environ-
ment itself [4]. Influencing the satisfaction perception are the cultural aspects and 
climate of the organization, as well as the subjective aspect of employees. These are 
all factors that are part of the big picture and that need to be considered by leaders. 
Because those coworkers who are satisfied with their work overall are satisfied with 
their workplace, even if the workplace is functionally suboptimal or esthetically 
unpleasing [4].
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Therefore, this chapter will cover the idea of leadership in Multi-Space offices, 
proposing a theory to diffuse the diverse contradictions found in the general breadth 
of Multi-Space Office literature. From here on, the psychological grounding to 
workplace satisfaction will be laid, significant stressors stemming from Multi-Space 
offices will be presented, and diverse perspectives on leadership will be proposed, 
concluding with a set of practical recommendations for organizations to influence 
and increase the performance and satisfaction with Multi-Space offices.

2. The psychology of the individual at the workplace

Perceived job satisfaction depends on a complex interplay of the individual’s per-
sonality, attitudes, and goals with his or her physical and social environment. Simply 
stated: depending on a person’s behavior, the environment reacts differently and vice 
versa, a person behaves differently depending on environmental conditions.

Explaining the intersection at a psychological level between the individual and the 
work environment is the Job Demands – Job Resources (JD-R) Model [5]. The JD-R 
Model assumes that the arousal and experience of stress is the result of an assess-
ment weighing the difference between job resources and job demands. Job demands 
are those physical, psychological, social, and organizational aspects of one’s job that 
are associated with physiological and psychological costs. On the other hand, job 
resources are those aspects of the job that support and lead to the completion of a 
goal. Should job demands outweigh job resources, the individual will proportionally 
experience stress. Where job resources can be, for example, being well equipped 
with knowledge, computers or being provided functional zones, examples of job 
demands include high workloads, failing computing equipment or having a distract-
ing environment.

Whereas the JD-R Model explains the underlying cause of stress arousal, it does 
not picture the internal processes that take place within the individual’s psychology 
at the time of assessment. Lazarus and Folkman’s transactional stress theory [6] 
defines the individual stress assessment process as a series of appraisals. A primary 
appraisal determines if the situation poses either a threat or a challenge. A secondary 
appraisal estimates how manageable the threat or challenge is based on one’s available 
resources. If the primary appraisal poses a greater threat than that what can be man-
aged, stress is released accordingly. This stress assessment process is continuous and 
loops, meaning that the perception of the job situation and experience of stress is a 
dynamic process, which can also be influenced. The theory finalizes that to deal with 
stress, coping strategies will be used by the individual, being some coping strategies 
healthier than others (or not).

The stress model by Gauer also describes how stress in new working environments 
is evaluated from the interaction of technology/space, people, and companies. It 
plays a role whether a factor that triggers stress can be seen as an opportunity or as 
a problem. Such models are an enormously important basis for people from Chance 
Consulting as at Gauer Consulting. By understanding such processes, teams or com-
panies can be supported. They can be supported in perceiving stressors as challenges 
and as opportunities, learning from them and growing from such obstacles.

The strength of the transactional stress theory is that it situates the individual in 
the center of the assessment and hints at the subjectivity of the individual, meaning 
it is finally the individual who assesses if he really possesses the required resources, 
some of which are highly personal and relate to one’s identity. The solidity of this 
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self-assessment and self-belief is centralized here, but due to the subjectivity in the 
assessment, it might be that this self-belief is objectively accurate or not. For instance, 
a person’s lack of trust in swimming might not be justified, if the person indeed 
knows how to swim.

On the same line, the aforementioned self-assessment acquires strong significance 
for another theory that literally “binds” the individual to the workplace. Scrima and 
colleagues [7] present a theory of workplace attachment that situates the individual at 
the workplace with different types and degrees of bonding with the workplace. This 
bond or attachment is explained as a cognitive-affective link to a significant place; 
individuals develop an emotional bond that determines part of the perception of the 
individual and how he behaves in relation to his environment. The theory uses two 
factors to determine the type of attachment. These factors are the place-assessment 
and the self-assessment, and each assessment can be evaluated as either positive 
or negative, which leads us to form a matrix-like table with four attachment styles 
(although one of them is not included due to its pathological nature, the negative-
negative one).

Before going into the relevant attachment styles, the Scrima and colleagues’ theory 
will be tied with previous theories. Relating the workplace attachment style theory 
to the JD-R model, it can be deduced that both the place and self-put demands on 
the individual. The workplace (or organization in JD-R model) objectively provides 
demands, and the individual integrates them into their assessment framework. On the 
other hand, the workplace (or organization) provides resources to the individual, and 
the individual or self is central to the assessment of owned resources, also determined 
by the belief in one’s capacity to resolve the situation effectively. In this sense, a nega-
tive self-assessment relates both to the production of stress and less ideal attachment 
styles to the workplace.

The attachment styles are as follows: the secure attachment style (both posi-
tive place- and self-assessments), the avoidant attachment style (negative place-
assessment but positive self-assessment), as well as the preoccupied attachment style 
(positive place-assessment but negative self-assessment). All theories set together and 
summarized are to be found in Tables 1 and 2.

Job demands Job resources

Organization 
(place)

Sets demands Puts resources at disposal

Environmental stressors are present in 
Multi-Space offices

Guides employees

Sets rules for civic behavior

Very high workloads will most likely 
lead to more negative place evaluations.

Providing the employee with resources will most 
likely lead to more positive place evaluations.

Self Primary appraisal: Integrates and 
processes job demands.

Secondary Appraisal: Considers available 
resources and determines manageability of the 
situation.

High workloads decrease the chance of 
positive self-assessments.

Equipping the employee with resources 
strengthens confidence and positive 
self-assessments.

Table 1. 
The effect of job demands and job resources on place- and self-assessments.
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The next subsection will be dedicated to the analysis of stressors at the workplace. 
However, even the perception of environmental stressors such as noise is regulated 
by the self-assessment. For instance, the perception of noise, a stressor that is very 
common in Multi-Space offices, differs in accordance with one’s own emotional state 
[8, 9]. The same noise will be perceived more negatively when the individual is in 
an emotionally negative state. Bad planning and management of demands has the 
potential of boosting the perception of already existing stressors. For that matter, the 
importance of an appropriate organizational culture, leadership, and climate is of 
detrimental importance. A study by Zheng and colleagues points out that alone cul-
ture, structure, and strategy explain 31% of the variance in organizational efficiency 
(Table 3) [10].

The organization analyzes the business environment and integrates into its 
strategy the recognized industry demands, which then translate into job demands for 
the organization at large and their employees. The fact that certain demands are either 
perceived as challenges or as threats is a partly subjective fact and points at the fact 
that organizational demands have an effect on the employees’ stress level and percep-
tion. This indirectly shapes the way that the employee sees the organization, place, 
and themself. On the other hand, job resources such as a valuable culture that inspires 
a climate of trust or being qualified and trained with enough knowledge and skills 
will positively strengthen the perception and felt satisfaction with the workplace, 
organization, and oneself. Here, too, the manager plays an enormously important 
role. Especially in change processes, where there is generally a lot of uncertainty, good 
leadership and communication top-down can be a positive game changer.

Place-assessment Self-assessment

Workplace attachment style Secure Positive Positive

Avoidant Negative Positive

Preoccupied Positive Negative

Table 2. 
The workplace attachment styles ordered by place- and self-assessments [7].

1 Emotions arise as a consequence of an evaluative process

Personal values determine what is important for oneself and what not

Emotion follows in accordance to one’s evaluative template/values

2 The engendered emotion has its own drive and motivation

3 Since emotions are born from values, the emotionally intelligent leader can better picture the 
individual’s personality, what drives him or her, and which emotional reactions can be expected in 
which scenarios.

4 Emotional intelligence gives access to complex information, from which well-founded solutions can 
be devised in an agile manner. Particularly in environments in which action and mobility are fluid 
and relationships are dynamic.

5 Emotional intelligence ensures fluid understanding to bond employees with their team, 
organization, and workplace.

Table 3. 
A logical process to understand how emotional intelligence contributes to leadership in the context of this chapter.
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Overall, when applied to the way workplaces are perceived, it is found that 
employees tend to attach to workplaces mostly in a secure, avoidant, or preoccupied 
style. However, as stated previously, the analysis of the job situation is a constant and 
dynamic process [6], and there is much room to change things.

3. The stressors at sight

The fact that Multi-Space offices boost mobility through the implementation of 
diverse areas that serve for different activities also implies that new stressors will arise 
as a result of new dynamics. On the other hand, with new dynamics, open space, and 
mobility, the constellation of privacy providing spaces is redefined. More concisely, 
open-space-type offices boost both the need for privacy and the need for social 
interaction [11]. This apparently contradictory statement is justified by the fact that 
open offices leave the individual more “exposed” to the world, but the dynamics of 
the place increase the desire to socialize more [11], which goes in hand with the New 
Work idea, that the workplace is increasingly becoming a place to socialize [1]. As of 
this new dynamic and spatial configuration, the most commonly mentioned stressors 
in Multi-Space offices are as follows:

• Office noise [4, 12–14]

• Reduced privacy [12–14] and lack of retreat zones [4]

• Reduced confidentiality [4]

• Increased disturbance from others [4, 13]

• A sense of depersonalization and low status [13]

• Visual distraction [13]

• Climatic/air quality problems [4]

These stressors can impair the completion of current job demands, which can loop 
and exacerbate already present stressors and job demands. In accordance with Scrima 
and colleagues, low levels of privacy seem to amplify the negative consequences of 
avoidant and preoccupied attachment styles, whereas high privacy settings help buffer 
exhaustion [7]. Just as the generation of stress is a fact-dependent on personal traits 
[6], the need for privacy is a factor that is determined by personal characteristics [11].

The occurrence of potential stressors is independent of individual assessment, 
but managers shall take into consideration that the evaluation of these stressors is 
subject to personal assessment, which is a function of personal characteristics. On the 
other hand, stressors in Multi-Space offices arise mostly from social interactions in an 
environment that is more dynamic and open than traditional spaces. This means that 
stressors can be targeted independently from the subject and reduced through the 
implementation of rules at an organizational level. Stressors cause negative emotion 
to employees and can lead to hindering performance on an individual and organiza-
tional level.
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4.  Formulating organizational values for cultural adaptation  
and promoting emotional leadership

Organizational values are the main driver of fluidity in Multi-Space offices and 
as a determining force in the social climate of a company. Organizational values are 
also the grounding assumptions on which the collective meaning of the organization 
is generated, and guidance to employees’ action and behavior is given [15]. Values 
ensure consistency in collective action and give a framework to assess each other’s 
behavior. Values ensure collective fluidity and are of great strategic importance, 
particularly where firms need to orient themselves toward rapidly changing markets 
and environments [16].

The strategic importance of HR and people management has increasingly been 
reflected in the formulation of strategic decisions for organizations. Firms do not only 
recognize that they need to shift due to technological or market pressures, but that the 
employees who must contend with these shifts also have to adapt to change swiftly 
[16]. Being that Multi-Space offices and the division of space into functional areas 
reflect changing market and technological dynamics, the individuals who work and 
live on a day-to-day basis in these functional areas must adapt their behavior to live up 
to both the changing dynamics and the potential of Activity-Based Working (ABW). 
It is henceforth the task of HR to gear and point the direction of employees’ develop-
ment and their cultures, which makes the adaptation of employees to the usability of 
Multi-Space offices an ambition that is embedded in larger cultural initiatives within 
the firm. The way organizations work translate into the physical space. For example, 
there is evidence that innovative and cooperative climates lead to an increase in social 
interactions [17] or that confirm that mutual trust, flat hierarchies, or open feedback 
cultures promote strengthened teamwork [18].

To promote leadership in Multi-Space offices and guarantee the fluidity of these 
spaces, HR interventions must be designed from a standpoint that considers values as 
the gearing point of any cultural change. These values must then be incorporated and 
translated into specific measures and actions [15], such as leadership trainings, learn-
ing and development programs, or recruitment strategies. Values are the gasoline, 
and initiatives are the vehicle for fluidity. One cannot give the wrong gasoline to their 
vehicle if they intend to be mobile. Cultural change and value reformulations cannot 
remain in mere promise and must be set into practice and upheld at all levels of the 
firm through relevant development programs and support structures [16].

From the perspective of values as instruments, generating affective commit-
ment toward the firm [19] are humane values such as courtesy, cooperation and 
forgiveness, and visionary values such as development, openness, and creativity. 
The significance of this fact is that such values can directly foster secure attachment 
styles toward the workplace and organization, since the individual’s personal and 
creative growth is supported on one side, and the organization and the workplace 
as its physical embodiment serves for a more humane and supporting atmosphere, 
where individuals might not feel as much exposed to risk and failure as in other 
scenarios.

Since the fluidity, dynamism, and satisfaction with Multi-Space office depends on 
a large degree to the emotional climate formed by coworkers, the quality of leadership 
in Multi-Space offices will be considerable determined by the capability of managers 
to access employees’ emotions, understand where they come from, and extract the 
information held in them. Accessing the emotional information, which is also the 
information that gives insights in the way employees relate to the environment or 
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Multi-Office space [7], is essential to be able to form decisions in an agile manner to 
promote the civic and dynamic use of Multi-Space offices.

Emotional information can be conceived as a set of signals that communicate 
information about the individual’s assessments and motivated reactions to important 
survival phenomenon such as perceived threats, conflict, appeasement, alliance, 
and so on [20]. On the other hand, emotional intelligence is understood by Mayer, 
Salovey, and Caruso as “the capacity to reason about emotions, and of emotions to 
enhance thinking… which includes the abilities to accurately perceive emotions, to 
access and generate emotions so as to assist thought, to understand emotions and 
emotional knowledge, and to reflectively regulate emotions so as to promote emo-
tional and intellectual growth” [20].

The emotionally intelligent leader should be able to recognize how a particular 
employee is relating to their environment and can understand how they are feeling. 
Furthermore, if one considers that, according to many philosophers of emotion, (a) a 
particular emotion arises as the outcome of our own evaluative process, and that (b) 
emotions have its own drive and motivation [21], the emotionally intelligent leader can 
more accurately calculate the behavior an individual based on their emotional predis-
position and values. On the other hand, goals change as do our values [22], together 
with our emotions as signals of what is important or needed. Accordingly, the meaning 
employees find in their environment and the objects that occupy it changes as do their 
broader goals [22]. Simply said, our environment reflects back what we value, and we 
interact with it accordingly. As an example: an individual is anxious in social situations 
but values highly providing for their family. Being that the culture of the firm rewards 
efficiency and creativity, the employee might be more prone to pursue exchange with 
other coworkers to ensure productivity and new ideas, despite aversion toward social 
interaction. Naturally, this process is smoother for the employee, when he or she 
experiences support in that process, and his or her potential is promoted [23].

Employees want to be treated humanely, with room to exploit their potential, 
and when both organizational and personal values match, affective commitment is 
more likely to happen [19]. In that the affective commitment of employees toward the 
organization increases when treated in a humane and visionary way, leaders want to 
support their employees personally and aid them in the unfolding of their potential, 
which benefits both the employee and the organization. A competent leader will 
identify where the development of the individual is obstructed and help them unfold 
their capabilities and skills.

When targeting the development of staff for fluidity in Multi-Space office, where 
environmental stressors are have less impact on the individuals, skills that should 
be fostered to remain competent in more functional and dynamic environments are 
as follows: self-management, self-awareness, social skills, resilience and courage, 
empathy and emotional intelligence, critical thinking and questioning one’s beliefs, 
goal setting and goal execution, awareness and focus, attentive listening, and also 
having a positive attitude toward work, the world, and people. Leaders and managers 
in New Work increasingly need to undertake the role of development partners for 
their employees and use situations to stimulate the development of employees [1].

Having mentioned relevant points of discussion for leadership in Multi-Space 
offices, the points are presented in Table 4 as relevant topics for organizational 
development and fluidity in the use of space.

Naturally, by engineering meaning and values, ethical dilemmas come into play, 
such as that promoting a particular set of assumptions and beliefs might interfere 
with the development of true well-fare or the construction of healthy personal 
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identities. However, the organization that wishes to generate affective commitment 
and workplace attachment and stimulate the liveliness and civility in Multi-Space 
offices should target values that are humane and visionary and reach the individual at 
a profound and existential level [22].

Structuring training programs for overall cultural change and leadership in Multi-
Space offices should divide the different key areas in a way that makes sense. When 
training exclusively for emotional leadership, Sadri suggests dividing emotional 
leadership trainings in different focus areas [24]. After Mayer, Salovey, and Caruso’s 
conceptualization of emotional intelligence, four areas are presented: perceiving emo-
tion, the ability to use emotion to enhance thought, understanding emotion, and the 
ability to manage emotion. According to Sadri, training sessions should rather focus 
on single or various but not all focus areas for the development of competence, as this 
would lead to suboptimal results [24].

Overall, the way leadership trainings are delivered can be classified by methods: 
by personal growth (promoting self-awareness), by conceptual understanding, by 
feedback (promoting self-regulation), or by skill building (social skills) [24]. Some 
specific proposed training tools are given [16, 24], and all these tools can support the 
development of both focus areas 1 and 2:

• Individual reflection sessions and self-analysis.

• Group reflection and identification of patterns and strategies for improvement.

• 360° feedback rounds.

• Executive coaching targeting the improvement of social skills and conceptual 
understanding.

• Developing personal plans for leadership development to apply at work.

• Simulation exercises

• Team building, networking activities, and charity work for empathy development.

Emotionally intelligent leaders present a deeper understanding of their employees 
and teams, which supports leveraging the transformational capabilities they can 
exercise on their employees [24] and help boost team cohesion, communication, and 
teamwork [23].

Training leaders

Organizational values Trainings should sensibilize leaders about the strategic direction the firm wants to 
take, the values the firm wants to foster, and put leaders in context

Emotional intelligence Trainings should enhance leaders perception, cognition, and emotion-generating 
capabilities in order to gain access to emotional information and produce a good 
organizational climate

Keywords Emotional intelligence, proxemics, workplace attachment, emotional bond, culture 
and climate, social interactions and space, empowering others and unfolding 
potential, team cohesion and vision, and humane and visionary values

Table 4. 
Key areas for the design of leadership programs for Multi-Space offices.



163

Leadership in Multi-Space Offices: Realizing the Potential of Modern and Flexible Workplace…
DOI: http://dx.doi.org/10.5772/intechopen.106887

5. Conclusion

Times change and work nowadays has become far from what it used to be centuries, 
even decades before. As has been narrated in this chapter, New Work is a social change 
surrounding the way work is performed and is driven by the course of globalization, 
digitalization, changing demographics, and an overall remodeling of values that 
individuals in society hold [1, 2]. Because of this development, Multi-Space offices are 
finding a recent boom in implementation. The literature describing the perceived satis-
faction of users of Multi-Space offices is diffuse and contradictory, one study against 
each other [6]. There have been hints on the underlying psychological grounding of 
such differences, which can explain how Multi-Space offices can be led to ultimately 
increase performance, satisfaction, and fluidity in these novel work environments.

In this context, satisfaction is an important factor that depends on the attitude and 
emotion employees have toward their work environment. Emotions can be controlled 
from the outside to a certain extent. It is part of a manager’s task to ensure a suitable 
change process in the event of a change in the working environment and to inform 
and involve the employees appropriately. The positive effects of New Work can only 
unfold if the introduction to the new working worlds is adapted to the target group.

It is important for managers to keep an eye on employees’ stress levels. If job 
demands exceed job resources, stress is released according to the JD-R Model [5]. 
Within the context of our chapter, the experience of stress is assumed to be a high-
level proxy of the quality and satisfaction experienced with one’s work, since, accord-
ing to Lazarus and Folkman, stress presents a subjective component [6].

Multi-Space offices are rich in social interaction, and most stressors in this environ-
ment present a causal factor that is social in essence, the largest targetable area in order 
to improve the manageability of Multi-Space offices are the social interactions that 
conform this work environment. Changes targeting the way social interactions take 
place and the way individuals behave imply large cultural and climate shifts [15, 16].

Subjective attachment to the job is described as a meaningful cognitive-affective 
attachment resulting from the evaluation of the place and the evaluation of the self 
[7]. Thus, job satisfaction can be influenced based on job demands and job resources. 
Following this train of thought, the main goal of HR is to influence the way social 
interactions take place in Multi-Space offices and promote a climate of trust, growth, 
vision, and cooperation. Values such as cooperation, trust, or any other value in 
general direct much of human thought and action, each value in its direction. Being 
that organizational values determine the context in which actions take place, and the 
meaning of social interactions is derived [14], fostering and implementing humane 
and visionary values across the length of the company is primordial in order to guar-
antee a good use of Multi-Space offices. With emotional leadership in mind, leaders 
can target their employees and improve their place- and self-assessments by gaining 
access and working with emotional information that explains much of the satisfaction 
experienced for the organization and workplace [24, 25].

Which work zone is supportive for which activity depends, for example, strongly 
on a person’s personality or personal way of working. Therefore, special attention 
should be paid to which work types, work styles, and work methods are represented 
in a team. In practice, it has been repeatedly found that performance and team climate 
improve significantly when these points are taken into account and incorporated into 
the implementation of the new working environment.

It is also the task of the manager to clarify the framework conditions before intro-
ducing Multi-Space offices and to ensure appropriate and transparent communication 
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with the employees. In this way, a large part of the conflict potential of a change pro-
cess is nipped in the bud. Not only the goal but also the path to new working environ-
ments must be clear. If the manager has clarified how the employees will be involved 
in the process, the employees can be approached. People have no problem with not 
having a say in the process. They only struggle when they a) do not know why they are 
not being involved or b) believe they have a say in the process and that is not the case.

To develop leadership traits that foster emotionally intelligent leadership, HR 
professionals can go through several considerations or specific programs that they can 
implement as part of leadership development programs. However, the central point 
of leadership development programs is to create a climate and culture that supports 
individuals in their workplace. Emotionally intelligent leadership can therefore be 
seen as an important tool for recognizing how employees relate to their environment.

© 2022 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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Chapter 11

Career Development  
and Employee Value Proposition 
People Management Future
Caroline Igoki Mwangi

Abstract

Career development has gained a lot of interest over time as organizations and 
employees attempt to match individual goals with organizational goals to maximize 
performance. Value proposition, in human resource management focuses on the 
value that organizations and employees place on their worth, thereby the future of 
work for both. This chapter reviewed existing literature and linked the relationship 
between the two constructs to inform on their contribution to the future of people 
management. Global changes have made it necessary for employers and employees to 
re-examine the world of work and people management. How organizations manage 
employee careers is strategic in adding value to both the organization and the employ-
ees. The methodology employed was to search online and identify literature, review, 
and analysis were done per construct reviewed literature. Further the link between 
the career development and employee value proposition was identified. The limitation 
is that most of the available literature on the two constructs is before the Covid-19 
pandemic and does not emphasize the future. The findings are that career though fast 
changing remains an important motivator for employees as an aspect of the employee 
value proposition that would impact people’s management futures.

Keywords: career, development, employee, value, proposition, management

1. Introduction

Global changes have affected organizations and employees significantly, impacting 
the world of work. People are identified as the most important resource in organizations, 
yet it is observed that organizations have to come up with ways of managing people in 
the wake of rapid changes and many factors, such as the pandemic, knowledge economy, 
and knowledge workers, among others.

Career development is one of the individual responsibilities that employees need 
to grow themselves. Previously, organizations also had a significant role to play. A 
career may be defined as an individual’s work-related and other relevant experiences, 
both inside and outside of organizations that form a unique pattern over the indi-
vidual’s lifespan [1].

Careers would previously entail a job for life several years ago where an organization 
employed an individual, and the individual developed through on-the-job training and 
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gaining experience in addition to formal education to grow their careers. Over time 
formal education required that an individual identify an area of interest and grow in it 
as a vocation and acquire certification in that area. The certification became proof of 
one having acquired certain knowledge and skill to enable them to enter an organization 
and work in the respective capacity. Once an employee acquired a job in a particular 
field, they then sort to grow in their line of career sometimes up to managerial levels in 
that area.

However, this has changed over time as individuals and organizations seek to align 
themselves with the current global changes. The need to develop one’s career over 
the years has handed the organizational role and the individual role and matching 
organizational and individual career needs in the process. This has necessitated that 
right from recruitment and selection organizations obtain employees taking into 
consideration their dreams and aspirations and how these will be aligned to the goals 
and objectives of the organization, including succession management. Organizations, 
therefore, have availed information necessary for individuals to utilize to grow their 
careers and also carried out career counseling where necessary as part of mentoring 
and coaching. Individuals, on the other hand have hand to identify their career paths 
and to use formal opportunities, for example,. educational institutions and informal 
opportunities, to grow their career and utilize where possible the knowledge and 
experience either in the organizations they are in or look for employment in organiza-
tions where their newly acquires skills may be used. Mulhall [2] notes that human 
resource practitioners and business leaders have a critical challenge in providing 
employees with career management programs that are effective.

Shaito [3] states that there is a need to develop an effective career development 
strategy in organizations. He identifies the career development process to consist 
of recognition of career needs, provision of career paths, carrying out job analysis, 
and succession planning for purposes of developing effective career opportunities. 
Further, there is a need to integrate the needs of employees with career opportunities 
using management by objectives and career counseling then having monitoring and 
evaluation regularly. Management may be seen as an antecede for career development 
as career development is a complex long-lasting procedure [4].

The employee value proposition has gained a lot of interest as organizations seek 
to brand themselves to attract and retain talented employees for competitive advan-
tage. Employee value proposition focuses on how an employee may offer value to an 
organization and how an organization may receive and utilize that value as they also 
offer quality employment for employees. It is worth noting that with the increase in 
knowledge acquisition, the pool of available potential employees continues to increase, 
however, due to the current need for competitive advantage for employees, organiza-
tions need to offer value to obtain and retain employees and get value for money.

Deshoande, A. [5], states

“Employee value proposition (EVP) is the balance of the rewards and benefits 
that are received by employees in return for their performance at the workplace. 
Organizations generally develop an EVP to provide a consistent platform for 
employer brand communication and experience management. Value proposition 
is the full array of elements an organization delivers to employees in return for the 
contribution those employees make to the organization.

Employee’s value proposition also refers to creating a balance between employee’s 
job satisfaction and performance of the employee in work culture. Employee’s value 
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proposition can be used as an effective tool for employment branding as it outlines the 
desired and desirable requisites of employees related to employment. By creating the 
better recruitment objectives, identifying the needs of employment and the positioning 
of the employees at the right place, and by creating the values of existing employees in 
the organization.”

It is worth noting that although career development research has been done from 
vocational skills development, and employee value proposition has been developing 
over the years, this paper focus on career development in the adult life within orga-
nizations in the face of change, such as mass layoffs, that have led to career shock. 
Further, this chapter utilizes hope action theory (HAT) in an attempt to contribute to 
the future of people management. Career development is part of the employee value 
proposition whose responsibility is now more on employees. Literature is reviewed 
to come up with the possible significance of career development and employee value 
proposition in the future contribute to people management futures.

2. Career development

Several scholars have defined career from individual and employee perspec-
tives that it may be objective or subjective. Saleem [6] cites other scholars on career 
definition and change that “a ‘career’ has been described as a long-term procedure 
made up of a sequence of actions and relevant behavior or behaviors that take place 
in a person’s perform lifestyle. It is also considered as a routine of performing relevant 
encounters, such as job roles, tasks responsibilities or actions, perform relevant 
decisions; and a very subjective understanding of performing relevant events, such as 
work aspirations, objectives, principles, needs, and feelings about particular perform 
encounters, that period the course of an individual’s lifestyle.

This chapter defines a career broadly taking into consideration that there is no 
agreed-upon definition as a career keeps changing. A career refers to those experi-
ences that are work-related for an individual forming a unique lifespan pattern, 
whether within or outside an organization. Further, careers may be portfolio or 
encore. Portfolio careers refer to workers engaged in the line of work that is more than 
one whole encore career refers to retired individuals who take up another kind of 
work as opposed to the work they did before retirement.

Career development then may be defined as both from an individual and organi-
zational perspective. They point out that “individual perspective, career development 
is a lifelong process involving psychological, sociological, educational, economic, 
and physical factors, as well as chance factors that influence the career of the indi-
vidual. From an organizational perspective, it is a process of assuring an alignment of 
individual career planning and organization career management processes to achieve 
an optimal match between individual and organizational needs.

There are many career theories, however, those that are development-focused 
include those of scholars, such as Donald Superlife, John Holland, Linda Goffredson, 
John Kromboltz, Ginberg, Ginsburg, Axelrad, and Herma, where development refers 
to a process over time.

Tamper [7] propose that career development be focused on only for core employ-
ees in the light of portfolio career in the workplace to enable organizations to focus on 
competencies that are core and match portfolio skills with the needs of the organiza-
tion in the wake of changing HR function.
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Career development is the lifelong process of managing learning, work, leisure, 
and transitions in order to move toward a personally determined and evolving 
preferred future [8]. Pawar [9] notes that employee value proposition is core to other 
organization processes to attract and retain employees.

Egan, and Lyneham [10] note that the twenty-first century realities need to be 
captured in a theoretical framework [11] and the need for career development to be 
made relevant in human resource development. Career definition also may be seen as 
aligning career aspects that are subjective with those aspects which are objective for 
pest fit purposes in terms of organizational and individual needs [12].

Simonsen as cited by Hite [13] defines career development as “career develop-
ment is an ongoing process of planning and directed action toward personal work 
and life goals. Development means growth, continuous acquisition, and application 
of one’s skills. Career development is the outcome of the individual’s career planning 
and the organization’s provision of support and opportunities, ideally a collaborative 
process.”

Colon, [14] in a literature review identifies eight themes on Career development 
namely demographics, old vs. new economy, career patterns, workplace justice, 
lifestyle & welfare trends, employee responsibilities, employee and individual 
responsibilities, education and training, and they note that there is a shift of career 
development from being a responsibility of the organization to being more of indi-
vidual responsibility.

Nagarathanam et al. [15] in their study found that career development practices 
resulted in moderate employee retention. The specific practices were leadership 
development, career development structure, talent management structure, success 
planning development, and self-assessment evaluation.

A study by Crocitto et al. [16] emphasizes the need for mentorship as a career 
development practice for expatriates.

A recent study found unique challenges that have been experienced in the 
world of careers for individuals. The study by Yoon et al. [17] using the HAT theory 
developed by Niles, Yoon, and Amundson in 2010 classified workers into four types, 
namely, essential workers, remote workers, outgoing workers, and displaced work-
ers. They emphasize the need for career development interventions and policies 
that facilitate continuous career development progression. Further the hope-action 
competencies.

• Hope: Being hopeful about one’s future.

• Self-Reflection: Thinking about oneself, one’s uniqueness, and lessons learned.

• Self-Clarity: Articulating self-identity.

• Visioning: Envisioning future possibilities based on self-clarity.

• Goal-Setting and Planning: Setting goals and plans, reflecting a vision and 
self-identity.

• Implementing: Implementing plans with intentionality.

• Adapting: Being open to change with the flexibility to modify the course of 
action or goals.
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MacDonald and Hite [13] suggest that human resource development remains an 
integral part of the career development process and that organizational interest in 
expanding career development efforts should have a return on investment considered.

3. Employee value proposition

Employee value proposition may be seem to have motivation as an underlying 
factor, whereas process motivational theories connect in expectancy, goal setting, 
reinforcement, and equity. These areas connect with heart to action theory of career 
development.

Beacon Review [18] gives a framework of five elements for employee value 
proposition:

• Compensation: The money employees receive for their work and performance.

• Benefits: Indirect compensation, including health, retirement, and time off.

• Work content: The satisfaction employees receive from their work.

• Career: The long-term opportunities employees have for development and 
advancement.

• Affiliation: The feeling of belongingness employees has toward the 
organizations.

Research shows that employee value proposition attracts employees [19]. Pawar 
[20] notes that most organizations have an employee value proposition to attract, 
motivate and retain the right talent and to provide a line of sight to the company’s 
culture. He points out that career is one of the attributes of employee value proposi-
tion and concludes that employee value proposition can help attract talent.

Parreira [21] carried out an analysis of employee value proposition and found out 
that there are two parts that are dependent on each other, that is, attraction and reten-
tion, where retention success depends on the attraction and retention strategy.

EVP purpose to a company:

1. To attract, motivate and retain the right talent.

2. Provide a line of sight to the company’s culture.

There are elements to EVP that Sibson consulting has created in a reward for work 
(ROW) model.

• Compensation: Monetary reward for work done and performance.

• Benefits: These may be non-monetary, for example, insurance cover, retirement, 
and time off.

• Work content: It focuses on the satisfaction from work that employees receive 
from undertaking it.
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• Career: The long-term opportunities for advancement and development are 
available for employees.

• Affiliation: This is a feeling of belonging that employees have toward an 
organization.

Shinde [22] gives three steps in developing an employee value proposition 
namely:-.

1. Selecting the attributes for inclusion in the EVP.

2. Building candidate awareness of the EVP.

3. Shaping candidate perception.

Pawar A. and Charak [23] carried out research that showed that employee value 
proposition has not been formalized by many organizations even though it should 
be calc early statement that is written and communicated to employees and they are 
aware of it. They note the importance of employee value proposition to include in the 
corporate leadership councils research.

Isabel Holm and Linn Anderson Hutsch [24] carried out research on employer 
branding focusing on the importance of balancing the needs of employees with 
employer offerings note that the specific performance of an individual or a group of 
workers has a profitability impact that is significant. They note that organizational 
strengths are important and they may originate from behavior and assets of employ-
ees or the unique assets of the specific organization. Talent management focuses on 
how an organization manages its talent. Employer branding focuses on how talent 
perceived the organization.

Armstrong [25] notes the need for organizations to first identify employee expec-
tations who are already engaged in the industry, that is, employee value proposition. 
This may include benefits offered to current and potential employees. Literature 
on employee retention and turnover indicate trust, satisfaction, work-life policies, 
and role congruence as some of the positive aspects that encourage employee value 
proposition and lead to retention.

4. Hope action theory

Reviewed literature shows using hope-centered model of career development pro-
motes career management of individuals encountering challenges and opportunities, 
reinforcing the vigilance needed for individuals to maintain self and occupational 
awareness. They use (a) hope, (b) self-reflection, (c) self-clarity, (d) visioning, (e) 
goal setting/planning, and (f) implementing/adapting [26].

Niles, S. G., Amundson, N. E. & Neault, R. A. (2010). development. Boston, MA: 
Pearson Education.

Niles, S. G., & Harris-Bowlsbey, J. G. (2009). Career development interventions in 
the 21st century (3rd ed.). Upper Saddle River, NJ: Prentice Hall.

Pursglove [27] carried out a study on hope the holistic evaluation of employee 
hope, wellbeing and engagement using the hope theory and found out positive 
outcomes of employees with hope.
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Snyder [28] in hope theory defines hope as “the perceived capability to derive 
pathways to desired goals, and motivate oneself via agency thinking to use those 
pathways.” He notes that there are two major types of goals in hope theory, namely:

Type 1 involves positive goal outcome.

a. Reaching for the first time.

b. Sustaining present goal outcome.

c. Increasing that which already has been initiated.

Type 2 involves a negative goal outcome.

a. Deterring, so that it never appears.

b. Deterring, so that its appearance is delayed.

Building on this further research by Pursglove [27] notes that previous research 
views individual goal attainment as leading to a likelihood of attainment of organiza-
tional goals. That where hope is fostered in organizations, negative impacts of change 
are countered with a focus on shared goals.

In addition, Yoon et al. [29] carried out research and found that hope action 
competency, general self-efficacy, and job search clarity were effectively developed. 
They noted that HAT integrated three theories: human agency theory, career meta-
competencies, and hope theory.

5.  Career development, employee value proposition and people 
management futures

Dipak [30] states that at the recruitment level, career value proposition, which is 
specific and individualized with manager and employee roles, needs to be introduced 
to employees. Also, North [31] points out the need to make employee value proposi-
tion recognized and more intentional as a strategic and sustainable approach.

Pawar [32] argues that most organizations have an employee value proposition 
to attract, motivate and retain the right talent, and to provide a line of sight to the 
company’s culture. He points out that career is one of the attributes of employee value 
proposition and concludes that employee value proposition can help attract talent.

Parreira [21] carried out an analysis of employee value proposition and found out 
that there are two parts dependent on each other, that is, attraction and retention 
where retention success depends on the attraction and retention strategy.

This chapter notes that the hope Action theory would go a long way in employee 
proposition where individuals lay emphasis on career development as of prime 
importance.

6. People management

Human resource management literature shows that there are challenges that are 
being faced in the twenty-first century. Armstrong [33] states that human resource 
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management deals with people in organizations in three ways, namely, employment, 
management, and development.

Career development is an aspect of the employee value proposition. As organiza-
tions seek for uniqueness in employee value proposition, the career development 
aspect becomes invaluable in assisting employees to connect with employer value.

This is because career development offers present and future employees the 
opportunity to realize their goals alongside those of the organization. This is because 
there is a need to create a more compelling EVP. This takes into consideration the need 
to anticipate intense competition for talent, changing workforce needs due to disrup-
tive technology, and general workers’ view that employee satisfaction is not enough.

Research conducted during the Covid-19 pandemic identifies career develop-
ment as a human resource management challenge due to career shock and fear of job 
loss and that job loss may lead to a reevaluation of individual goals or position fit by 
Akkermans, [34] who previously had defined career shock as:

… a disruptive and extraordinary event, that is, at least to some degree, caused by 
factors outside the focal individual’s control and that trigger a deliberate thought 
process concerning one’s career. The occurrence of a career shock can vary in terms of 
predictability, and can be either positively or negatively valenced.”

They give the definition and point out the key elements to be frequency, intensity, 
controllability and predictability, valence, and duration which Hite [35] posits are rel-
evant in the Covid-19 pandemic. There is a need to make careers sustainable and the 
implications for human resource development is to come up with training strategies 
that enable individuals to adapt making career development part of human resource 
development for sustainability and moving from job specialization to generalization.

It is suggested that people management is transitioning from human resource 
management, and human capital management where talent management is the focus 
to human self-management, and that multitalented employee value proposition is one 
of the drivers of human resource and human capital transition. This emphasizes the 
importance of employee value proposition for organizations in people management [36].

7. Conclusion

The reviewed literature brings out changes in career development to shift more 
to employees for sustainability. However, the literature emphasizes that career may 
be changing but remains important to employees. Further, the need for employees to 
focus on attainable goals that bring satisfaction is pointed out. Career development is 
being focused more on human resource development. It is further noted that career 
development is one of the outcomes of the employee value proposition that organiza-
tions may use to attract and retain employees with hope action theory (HAT) being 
utilized to offer employees sustainable career development for employee attraction 
and retention as a people management future aspect to address the challenge of 
employee attraction and retention in the people management future.

This chapter has examined the literature on career development and employee 
value proposition and the shift pointing out the need for management to play an 
active role in the future management of people. It is suggested that career develop-
ment and employee value proposition policies need to be put in place and taken into 
consideration at the recruitment level in future for retention purposes. The future 
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management needs to be trained on incorporating career development and employee 
value proposition in the retention practices as part of supervision for future people 
management. Also, career value proposition and employee value proposition should 
be practiced simultaneously to cater for types of employees with training on building 
hope for employees.
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Chapter 12

Rethinking Performance 
Management: Realities in  
South African Municipalities
Zwelinzima Ndevu

Abstract

Forthcoming priorities and initiatives in organisations are often based on  
existing gaps that have been identified through measuring performance. Measuring 
performance in South African municipalities is therefore fundamental in creating a 
foundation for the future. Through the grounded theory as a qualitative methodol-
ogy, the chapter constructs a theory based on the assessment of events throughout 
the municipal terrain in South Africa. The theory is developed based on the per-
formance management systems of two South African municipalities situated in the 
KwaZulu and Eastern Cape municipalities. Using purposive sampling, 8 interviewees 
were selected (four administrators and four municipal councillors). The findings 
indicate that in relation to the performance management systems, the relationship 
between the political and municipal leaders has over the years been strained. There 
is a lack of mutual understanding amongst staff and leadership due to the belief that 
community-based service delivery was strictly a political process. Though there has 
been dialogue regarding issues related to the performance management system, the 
political leadership has dominated the negotiations and dialogues in municipalities. It 
was further noted that there was a lack of transparency and efficiency in the perfor-
mance management system in district municipalities.

Keywords: municipal performance, municipal systems, performance management 
systems

1. Introduction

Performance management systems that have been operational in both private 
and public sector organisations are founded on processes associated with the plans, 
reviews, rewards, punishment, and development of individual performance systems 
in the specific work environment. It has been over the years thought to be a key 
element in the success or failure of the management process. For such a process to be 
successful, employees must be aware of and believe in the organisation’s mission and 
vision. The vision and the mission play a role in the success or failure of the employer. 
It is the responsibility of the organisation’s/institution’s leadership to plan, review, 
measure, reward and develop performance at all organisation level.
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In most operational terrains and landscapes, the implementation of the per-
formance measurement in an effective operational understanding is related to the 
utilisation of a balanced scorecard, a technique that when professionally planned and 
applied evaluates and measures individual and group performance in the appraisal 
process. The balanced scorecard can be an evaluation-based measurement instrument 
that paves the way to increased possibilities of organisation success.

For such processes and realities to be successful, there must inevitably be full 
integration of the professional performance of every employee within the param-
eters of the organisational and institutional strategy. This is directly related to the 
employees following the organisation’s rules and regulations that are associated with 
institutional goals. This is also related to development and training, effective commu-
nication, and the relationship /s leading to existing performance and rewards.

International research has shown conclusively that the structure, processes, and 
functions of a successful performance management system are directly and indirectly 
related to the relationships, actions, performance, and overall behaviour of leader-
ship, management, and staff at all organisational and institutional levels. This means 
that an analysis of performance management can only be based and rooted on the 
investigation of behavioural, organisational, and structural dimensions of the phe-
nomenon. Organisational structure can be considered the root of success or failure, 
but the rest are equally responsible at all levels. The importance of the behavioural 
element at all levels is related to all employees’ utilisation of the existing performance 
organisational systems.

Internationally the key role of a municipality is to deliver services that are essen-
tial to the development and overall well-being of communities. In their efforts, 
municipalities seek to ensure that service delivery is honest, transparent, account-
able, economical, effective, and efficient. The municipal political and administrative 
leaders are responsible for formulating strategic and tactical, well-structured plans, 
allocating existing resources to the plan implementation, and monitoring and evalu-
ating such a plan. At the end of the process, these are reported to their communities 
and the central state authorities and institutions.

A municipality’s performance is a social, political, and administrative necessity of 
key importance as it is instrumental in focusing the immediate attention of the state 
oversight bodies as well as their entity’s population. Communities and other entities 
are the final judges of the municipality’s efforts, they assess the outcomes and outputs 
of the municipalities’ efforts in the process of delivering value for money. The munici-
palities’ performance is compared with its service delivery plans and its budgets 
thereby informing present and future decisions.

In South Africa, the performance management systems in municipalities have 
more similarities than differences in comparison with sister organisations in African 
countries and internationally. This is because their aims, objectives, missions and 
visions, policies, and processes are more or less similar. These are directly related to 
the efforts to fulfil their legal and humanistic duties and responsibilities for the bet-
terment of the people who vote them into leadership positions [1].

These responsibilities are efforts directly related to honest, accountable, efficient, 
and effective management. These are rooted in well-structured and researched 
plans, transparent budgeting and implementation, and processes of monitoring, 
evaluation, and reporting of processes. Continuous communication with communi-
ties regarding the overall performance of municipalities is instrumental in creating 
and perpetuating high levels of accountability. In such a context the community, 
politicians, and administrators are enabled to track the progress, the challenges, the 
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difficulties, and the problems that exist. They identify the possibilities for present and 
future improvement. Performance information also plays a growing role in budget 
allocations and will increasingly be used to monitor service delivery. This means the 
information must be accurate, appropriate, and timely [2].

During monitoring and evaluation, the most valuable reason for measuring 
performance in an organisation is it creates the foundation of the future, as the 
forthcoming priorities and initiatives are based on the existing gaps that are the root 
of weaknesses and mediocre or poor performance. Good performance can only be 
achieved through professionally based performance management systems that are 
well-planned and implemented. Performance management systems need public own-
ership; people in the municipality need to be well informed about the efforts towards 
pursuing results-based approaches. They need to be well informed about the market 
and professional initiatives associated with contractual agreements, timelines, bench-
marking realities, performance contracts, risk management, and market testing.

Performance management is essential for improved service delivery in South 
African municipalities. This chapter contributes to the literature regarding perfor-
mance management in the South African context by building a theory of performance 
management systems based on the experiences of municipal officials. The theory 
gives a better understanding of the South African municipal context in relation to 
performance management systems. The theory assists in rethinking the approaches 
to performance management in municipalities. The theory also assists in the develop-
ment of strategies and creates a foundation for further research on various issues cov-
ered. Furthermore, it gives recommendations of actions that governments and related 
entities could try in efforts to address the challenges experienced in municipalities.

The chapter goes about this by providing a brief theoretical framework section, a 
methodology section followed by a data collection, and thereafter a synopsis of the 
data interpretation.

2. The significance of trust in a public sector performance environment

An appropriate conflict-free employment relations strategy is the key to a success-
ful organisation. The most fundamental element of such a strategy is deeply rooted 
in common trust permeating all sections, divisions, leadership, management, and all 
employees [3].

State rules and procedures are significant in shaping and determining organ-
isational imperatives, structures, systems, strategic plans, and actions of an entity. 
However, the quality of existing relations depends on the levels of trust. Trust is 
founded and cemented mainly through the strategic plans and actions of the leader-
ship and higher management levels of an organisation. Research conclusively shows 
that trust amongst key stakeholders in an organisation is a key element in the success 
of the entity. Lack of trust within a public sector entity such as a municipality will 
have direct or/and indirect effects on individual or group performance [4, 5].

The latest report of the World Economic Forum ranks South Africa as the worst of 
137 countries in terms of the relationship between employer and employee [6]. The 
report links this outcome to the very low levels of trust both in the private and the 
public sector.

The report identifies mistrust between employers and employees in South Africa 
as a phenomenon with historical roots that has been perpetuated and exacerbated by 
the country’s lack of capacity in training, retaining, and attracting talent. This has 
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also been attributed to poor reliance on management, the existence of high inequality 
levels, unemployment, and poverty [6].

An efficient and effective state and a well-functioning market have positive effects 
on continuous economic and social growth and development; these further enhance 
corrupt–free competitiveness and GDP growth. On the other hand, unhealthy rela-
tions between employees and management bear negative impacts on organisation 
performance. This poses a serious threat to both sectors’ ability to constructively build 
a more productive and equitable future for the country as a whole [3, 7].

Statutory frameworks enable workplaces to adopt and implement commonly 
agreed aims, objectives, strategies, and plans concerning all work-related aspects. 
Some of the work-related aspects are collective bargaining and the resolution of 
disputes in a collegial and legally-bound manner. The existence or the absence of such 
priorities cements or destroys trust within an organisation, especially a municipality, 
an organ empowered legally to be the foundation of community-based efficient and 
effective service delivery.

Trust within a municipality is instrumental in building and cementing coopera-
tion, coordination, synergy, and collective decision-making and planning while 
mistrust is instrumental in creating and perpetuating divisions. Subsequently, 
conflicts damage relationships and in the long run, affect organisation stability and 
efficiency [8].

Empirical studies confirm that widely spread mistrust can be eased out through 
strict and thoroughly observed reliance on existing rules and regulations that could 
lead to higher productivity and better performance. High levels of trust within an 
organisation, lead to employees experiencing higher degrees of job satisfaction, 
motivation, self-belief, discipline and solid performance. In such a trust–driven 
environment, conflicts are resolved faster because of general agreements on key issues 
amongst the key elements of leadership, management, and employees [3, 4].

Such a vision within a municipality would be the foundation of accountability, 
transparency, honesty, and high-performance levels leading to service delivery excel-
lence, and the development of new, fresh professional identities and relationships 
committed to the principles of the NDP.

Extensive research has been conducted on the experiences of municipal employees 
in South Africa at several levels and there is no doubt that their experiences are unique 
at most levels. This is because most of them are classified as ‘micro-environments’ in 
terms of human resources realities. The municipalities that can be classified as ‘mega 
environments’ (mainly found in the urban areas) are to a large extent more compli-
cated not only because of their size but also the wider spectrum of interests created 
by the relationships between politicians and administrators, or politicians and the 
private sector service providers amongst other. The diversification of service delivery 
targets is also a key issue of difference [9].

Lack of harmonious cooperation and coordination within an organisation as a 
result of mistrust towards leadership, the management, or existing plans and deci-
sions lead to frustration, dereliction of duty, withdrawal, absenteeism, and lack of 
motivation. Poor work performance, ill-discipline, and perpetual ignorance of duties 
and responsibilities have also been described as results of mistrust [10].

The foundation stone of trust building is employee participation summarised in 
the phrase ‘an employee must be given a voice’, pointing to collaboration, understand-
ing, and trust-building. This could become a reality through the opening of com-
munication channels, regular strategy, tactics, monitoring, and evaluation meetings 
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and socials. Such an eventuality is the exact opposite of the ‘top-down approach’. In 
municipalities, the later approach is represented by the political leadership (Mayor, 
Speaker, and senior councillor) or the administrative sector (Municipal Manager, 
Chief Financial Officer etc.). The most used types of ‘top-down communications’ 
includes ‘leadership team briefings’ electronic communication with announcements 
and/or instructions when the need arises, or employee surveys mainly associated 
with employee performance cards. When the obsession with outcomes overtakes the 
importance of communication, information sharing, and serious and honest engage-
ment, trust tends to diminish [11].

Power struggles have become a common feature in municipalities, these are as a 
result of political or administrative battles over resources, monopoly of knowledge 
and/or existing opportunities for corruption. These lead to ‘professional distance’ 
between leaders, managers, and employees. This becomes the foundation of mistrust 
as employees feel alienated from existing municipal realities, knowledge, opportuni-
ties, and decisions. These are kept away from them in a situation where the leaders’ 
and managers’ authority cannot be challenged.

Leadership must make decisions and must take the prerogative to provide employ-
ees with the opportunities to participate actively in decision-making. Employees 
need to have a clear picture and an understanding of decisions made by leadership 
and management. Employees must be consulted for their input on key issues, it is 
only when such an accountable, transparent, fair, and collegial process of decision-
making is followed that trust is built. Organisations, therefore, manifest voluntary 
cooperation, coordination, and synergy that are guided by solid, fruitful, and creative 
performance through such continuous commitment [5].

Employee performance is also related to the belief that leadership and senior man-
agement will involve and value employees’ contribution to most, if not all, aspects of 
the organisation. This is how trust becomes a reality [12].

Given the challenges facing human resources leaderships and practitioners 
throughout various sectors, the only organisation culture that guarantees solid and 
efficient employee performance is the one characterised by active participation, 
continuous up-skilling and development, and collective support relations [2]. It is 
only such an environment where core organisation aspects can be discussed, agreed 
upon, and planned in terms of administrative, legal, regulatory, financial, budgetary 
requirements, risk management, and effective structures, systems, and processes that 
trust can grow [13, 14].

Trust cements a culture of inclusivity, fairness, and collegiality. It has been 
accepted as such by the principled position on the matter on behalf of the 
International Labour Organisation (ILO). They have described fair labour practices, 
equal and participatory treatment, freedom of expression association, and par-
ticipation as the fundamental rights of employees and the foundation of common 
trust [15].

3.  Municipal performance management systems: the South African legal 
roots

South Africa’s 283 municipalities are classified into three categories according to 
the country’s Constitution, six Metropolitan municipalities, 46 District municipali-
ties, and 231 local Municipalities. Their structures, functions, and political and 
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administrative priorities, duties, and responsibilities are based on a widely diversi-
fied and regularly updated legislature that is enriched by a rich multiplicity of rules 
and regulations researched and produced by the relevant Ministries, as well as state 
institutions and entities.

Performance management systems in the South African municipal landscape lie in 
the Municipal Systems Act of 2000 [16] and the Municipal Performance Regulations 
for Municipal Managers and Managers Directly Accountable to Municipal Managers 
[17]. The two documents provide the fundamental processes such as the establish-
ment planning and implementation of the system in every municipality in South 
Africa. Municipal leaders in the country must adopt a performance management sys-
tem as an official institutional policy. Performance management has been described 
as a foundation of excellence and a foundation for honest, transparent, and effective 
service delivery rooted in good and honest governance, unity, and commitment.

Such a policy is rooted in the aims and objectives of a performance policy frame-
work structure in such a way as to pinpoint the path leading to the provision of 
guidance. Such guidance is associated directly with the cycle and processes of the 
municipality. This is in terms of rooting and developing the institutional performance 
through meticulous planning, thorough monitoring, reviewing and evaluation, 
measuring and calculating, reporting, and communicating, and quality and con-
trol measures. The performance management policy framework is founded on the 
directives of the Municipal Performance Regulations [17]. The Municipal Systems 
Act [16] aims to improve the existing integrated systems processes and structures 
required to manage information associated with individual and group performance. 
It clarifies performance information associated with the definition and standards 
leading to the support of regular audits of existing information at specific periods. It 
promotes transparency, accountability, effectiveness, and efficiency. When all these 
are achieved, they are reported to the National Parliament, all provincial legislatures, 
municipal councils, and their communities through the provision of accurate, acces-
sible, and timely performance information.

Policies associated with performance management systems lie with Section 152 of 
the country’s Constitution which deals directly with local government as an integral 
part of “accountable government”. Democratic principles and values described in 
Section 195(1) of the constitution deal with a wide variety of principles that are 
fundamental in the existing policies and performance management systems. These 
values include the promotion of institutional accountability, efficiency and effec-
tiveness, honesty, and accountability in all sections and departments of the public 
domain. Furthermore, the values include the promotion of the availability of all 
relevant information to the population through openness and transparency, openness 
and responsiveness to the needs of the community, and the facilitation of a culture of 
public service and accountability amongst staff [18].

The White Paper on Local Government published in 1998 (RSA 1916) which 
was amended in 2016 [19] introduced a much wider spectrum of local government 
performance management practices. It was described as a catalyst for the municipal-
ity’s developmental role. The crux of the new practice appeared to be increased and 
continuous accountability of the municipality. This would increase and perpetuate 
trust and belief in municipalities.

These concepts were expanded by the Municipal Systems Act, 2000 (Act 32 of 
2000) [16]. Sections 4, 6, and 8 belaboured the importance of accountability. Section 
11(3) described the municipal legislative and executive authority as the guide to 
delivery target setting; monitoring and evaluating the effectiveness and impact of all 
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policies, plans, programs, and services; monitoring and regulating all tender-based 
services provided as well as planning, establishing, and implementing performance 
management systems.

Section 38 provides a plan for a Performance Management System (PMS) and it 
promotes the performance management culture amongst all municipal structures, 
political office bearers, councillors, and the administrative sector. Section 39 sets the 
EXCO (Executive Committee (Exco) as the responsible unit for the development of a 
PMS, with the municipal manager taking full responsibility. Section 40 stipulates that 
a municipality must establish mechanisms with which to monitor and review the PMS 
while Section 41 establishes the processes and components of PMS, i.e., the PTs (per-
formance targets), KPIs (key performance indicators, performance improvement, 
and continuous reporting. The internal and external knowledge of all these processes 
is found in Section 44, while Section 42 advocates for the active participation of the 
communities in all aspects and steps of KPIs and PTs for the municipality. Section 43 
deals with the correct applications and regulations of the key performance indicators.

Section 45 deals with the audits associated with all results of the performance 
measurement which are certified by the Auditor General. Section 46 deals with the 
municipality’s compulsory annual reports, these include financial statements, audit 
reports, performance reports, and other reports that are legislative requirements. All 
records and decisions associated with official documents are submitted to the Auditor 
General, the political leadership, and the provincial government as per Section 46(3).

These legal foundations have been strengthened by several government docu-
ments; the Municipal Planning and Performance Management Regulations [20] was 
instrumental in diversifying the performance management systems and their reali-
ties. Besides a full description of the system, the document relates the connection 
of municipal employees with the communities as an integral part of their KPIs. This 
includes the access to basic services for households with low income; the possibilities 
of job creation for the unemployed (an integral and important element of the munici-
pality’s Local Economic Development); the conditions of households who have access 
to basic services; the realities of the budgetary spending as planned by the official 
plans and decisions of the municipality, as well as the community-based stakeholders 
and role players; the continuation of the employment equity in the highest levels of 
the municipal management and the implementation of the municipality’s work skills 
plan.

These documents have established these duties and responsibilities to ensure that 
municipal leadership protects and develops the financial viability of municipalities. 
The operation of municipalities should be based on appropriate and well-thought-out 
processes. These should be implemented according to performance target founded 
on, the review and measurement of the performance through monitoring and evalu-
ation as identified in sections 12, and 13 as well as performance measurements of 
internal auditing (Section 14).

These legal documents are enriched by the Local Government: Municipal 
Performance Regulations for Municipal Managers and Managers directly account-
able to Municipal Managers [17]. This document sets out the directions to guide the 
performance of the senior municipal leaders i.e., the Municipal Managers, and all 
managers are directly accountable to them. The directions provided are based on 
the principles of unity, uniformity as well as common direction, monitoring, and 
improvement at all institutional levels. These regulations contain all the provisions, 
particularities, and requirements of employment contracts. Furthermore, they 
contain provisions, particularities, and requirements for all performance agreements 
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amongst the participants in the group which includes all prescribed Core Competency 
Requirements and Key Performance Areas, and a very comprehensive job description 
of the Municipal Manager.

Amongst other documents, there is a series of very well-researched and official 
documents produced by the South African Local Government Association (SALGA). 
These are associated with municipal capacity-building strategy [21], a generic docu-
ment dealing with legal, regulatory, and social realities of municipalities [22]. The 
“Learning Framework for Local Government” [23] and a comprehensive national 
human resource management and development strategy (HRM&D) act as a blueprint 
for local government [24].

4. Conceptual framework and methodology

The researcher uses the grounded theory as a conceptual qualitative methodology; 
it was used as a method of collecting, coding, shaping, and analysing data in a sys-
tematic and well-planned process in the effort to construct a theory. With particular 
attention to the theme of this chapter, the research process was based on a continuous 
assessment of existing events throughout the municipal terrain in South Africa and 
Africa in general. Within this process, construction, thoughts, and interactions with 
a plethora of existing data opened new paths of understanding and knowledge about 
structures, processes, functions, municipalities, intellectuals, and rural and urban 
communities and realities [25, 26].

The grounded theory method is the foundation of an understanding and applica-
tion of new strategic paths leading to the development of empirical research-based 
theoretical analysis at several levels. Such a developmental method leads to the 
generation of new concepts in the chosen discipline and research terrain [27, 28].

Besides theory construction, grounded theory is also the foundation for the explo-
ration of a new study area in the social and human sciences. It explores a new area 
of study in several intellectual and knowledge-based ways such as analysing public 
voices in a wide spectrum of social, professional, public, and private sectors entities 
and policy development initiatives [29, 30].

To construct the new theory, the grounded theory was based on a qualitative 
research design approach. The researcher created the theory from data emanating 
from the experiences of municipal performance management systems in two South 
African municipalities that are situated in the KwaZulu and Eastern Cape. The 
researcher used purposive sampling of the qualitative paradigm. 8 interviewees were 
selected (four administrators and four municipal councillors). The administrative 
officials were in middle and senior management positions in key sections (human 
resources and supply chain management and procurement) and the councillors were 
all members of the ruling party in the country, the African National Congress (ANC). 
The interviewees were selected based on their experience, knowledge, and under-
standing of political, administrative, and social realities and relationships within and 
outside the municipality.

The interviews were based on open-ended questions; confidentiality and anonym-
ity were guaranteed to all respondents. The transcripts of the interviews were shown 
to the interviewees to confirm the truth of their responses. The confidentiality of the 
informants, as well as their anonymity, was maintained throughout. The sample size 
of the interviews was in accordance with the limits in the case of qualitative studies on 
phenomenological studies, which ranged between 6 and 10 [31–33].
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The following questions were asked:

• How would you describe the relationship between municipal leadership, man-
agement, and staff in relation to the realities of the performance management 
system? Provide the reasons.

• Is there a common understanding amongst leadership and staff in terms of the 
realities of the performance management system? Provide the reasons.

• Is there a common dialogue and employee involvement in the processes and 
decisions associated with the realities of the performance management system? 
Provide the reasons.

• Would you consider the realities of the performance management system to be 
transparent and efficient? Provide the reasons.

Following the completion of the interviews, data was coded, categorised, and 
analysed. The study employed a meticulous application of empirical research based 
on an objective analysis method. The data gleaned from the in-depth interviews was 
connected, triangulated, and corroborated with the existing laws, rules, and regula-
tions associated with municipal performance management systems. The process 
followed qualitative content analysis in both the analysis of the interviews but also 
their relationship and connectivity with official documents.

The study employed the qualitative software of data analysis NVIVO version 22 to 
analyse, code, and categorise data to generate themes. During data analysis, a simul-
taneous examination of the authenticity and trustworthiness of the qualitative data 
themes indicated that the credibility of the data was intact.

5. Analysis of data

The opinions of the eight respondents were strongly analysed and dissected. Their 
knowledge and experience were outlined by a range of examples related to relation-
ships, realities, contradictions, partial and complete agreements, and disagreements 
on key issues associated with the performance management in their municipali-
ties. Their opinions were considered ‘general’ as both administrative and political 
interviewees had frequent meetings with colleagues in all municipalities in their 
provinces.

5.1  The relationship amongst municipal leadership, management, and staff in 
respect to the realities of the performance management system

The question on the relationships of the structures of the municipalities produced 
similar responses from most interviewees. They identified existing challenges that 
were primarily but not exclusively rooted in the relationships between politicians and 
administrators. The general position primarily concentrated on existing and/or past 
relationship/s between the Municipal Manager and the Mayor and senior municipal 
councillors. Most respondents indicated that in most cases the relationship between 
political and municipal leaders has ‘over the years’ been ‘strained’ (Interviewees 1, 2, 
3, 4, 6 and 8).
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Such a position has been qualified and on occasion quantified. The problematic rela-
tionship between individuals and groups was described as the root of problems because 
in most cases this would take the form of ‘inter-political’ or ‘intra-political rivalries’ 
amongst leaders. The relationships between administrative and political leaders wors-
ened when the incumbent political leaders belonged to different parties from those of 
the senior administrators, especially the Municipal Managers and the Heads of Sections 
and Departments close to them. The findings concur with Caillier [8] who states that 
relationships within municipalities are prone to conflict due to the absence of trust. 
Individuals working in the municipalities are prone to mistrusts each other especially if 
there is a difference in political party association. Politics as a zero-sum game makes one 
group winners and the other loses hence fostering division and mistrust.

As one senior administrator in an Eastern Cape municipality stated 
(Interviewee 7).

“The situation and relations between Municipal Managers and Mayors are crucial 
for a successful performance management system and presently here in the Eastern 
Cape those of us who support clean and honest service delivery for our people are 
worried and careful about many reasons because there are problems. Over the years 
there have been problems, but now they have worsened for a lot of reasons. We all 
know and accept that there are truths and realities we cannot afford to ignore. When 
the Mayor and the Municipal Manager belong to the same party as it happens in most 
cases here in the Eastern Cape one expects all the systems must be based on common 
understandings, objectives, aims, and plans. We all know the importance of organis-
ing and developing all systems and functions that will benefit our communities. Every 
municipality needs honest, educated, and committed staff members and this is the 
importance of the performance management system. For this system to be operational 
to the full there needs to be unity of politics, beliefs, commitments, and collaboration. 
At the moment it is difficult to have it so it is most likely that the systems will suffer 
because of the political infighting in the ANC, the ruling party in most municipali-
ties. This means that most likely there are possibilities that the relationships amongst 
politicians, senior administrators and staff, in general, would be characterised by 
poor accountability and communication both in the municipal offices and the com-
munity. If or when this becomes a reality corruption and lack of service delivery will 
increase”. According to Schwab [6] the situation can be attributed to poor reliance on 
management, the existence of high inequality levels, unemployment, and poverty.

5.2  A common understanding amongst leadership and staff in terms of the 
realities of the performance management system

The question on the common understanding amongst leadership and staff was 
responded to through the utilisation of several ‘realities’ that exist within the parame-
ters and functionalities of the municipalities in which the interviewees are employed. 
It became evident throughout the research and analysis process that the majority of 
respondents believed that their answers apply to most, if not to all municipalities in 
their provinces.

There was a belief amongst the majority of respondents that there were several 
issues facing the permanent staff in the municipalities including a large number of 
managers who ought to learn, understand, plan, and implement their well-structured 
duties and responsibilities per their signed contract documents. They believed that 
these documents were the foundations upon which the relationship between leader-
ship, management, and employees would be strengthened or not. This was because 
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the employees’ performance is as important as that of the leaders and managers 
(Interviewees 2, 3, 4, 5, 6, and 8).

The understanding amongst staff and leadership was and is still weak in most 
cases based on the belief that some politicians and some senior administrators shared. 
They believed that community-based service delivery was strictly a political process. 
This belief was directly related to ‘political dominance’ not only in terms of the ruling 
party that dominates both municipalities (i.e., the African National Congress-ANC), 
but also the existence of political factions within it. Interviewees s described such 
realities vividly and with specific examples pinpointing the political dominance at 
all municipal levels. This means that in most cases both high-ranking political and 
administrative leaders use their positions to determine the performance management 
audits that are fundamental not only to the progress or failure of the staff or their 
leadership but also to the municipality as a whole (Interviewee 1, 3, 5, 6, 7 and 8). 
Wright and Pandey[10] state that such lack of cooperation and coordination lead to 
frustration, dereliction of duty and a lack of motivation thereby resulting into poor 
performance.

Another issue raised by the interviewees as a burden was the professional relations 
between political and administrative leaders and the general staff. This was described 
to contribute to the weaknesses in planning and implementation of knowledge 
compliance, oversight of the performance management systems, as well as processes 
and outcomes in the municipalities (Interviewees 3,5,6,7 and 8).

It was stated that even though staff at all levels, including the sectional directors, 
have been obligated to study thoroughly to learn, a number of them failed to. For long 
periods, some key politicians and administrators including some municipal managers 
and those under them have been unable to relate and be instrumental in the improve-
ment of the staff performances. Many amongst the higher and middle management 
staff believed that one of the reasons for such an attitude and behaviour was low 
knowledge levels of legal and regulatory demands associated with KPIs (Interviewees 
1, 3, 5, 6, and 7).

Throughout the years, the multiplicity of laws, rules, and regulations has become 
a major challenge for all professional sections and levels. This has been a serious 
obstacle in the process of building a common understanding amongst leadership and 
staff in terms of the performance management system. Evidently, the lack of skills 
amongst staff, especially those dealing with complicated issues associated with inter-
nal audits and supply chain management and procurement has been the underlining 
cause of the problem. The updating rules and regulations by the National Treasury 
and the Auditor General creates new problems and challenges for administrative staff 
and politicians. Both administrative staff and politicians are obligated to receive spe-
cialised training to be able to perform their duties per the new knowledge demands 
(Interviewees 1, 4, 5, 7, and 8). In line with Hassan and Hatmaker [5], leadership must 
make decisions and must take the prerogative to provide employees with the oppor-
tunities to participate actively in decision-making. Organisations, therefore, manifest 
voluntary cooperation, coordination, and synergy that are guided by solid, fruitful, 
and creative performance through such continuous commitment.

5.3  Common dialogue and employee involvement in the processes and decisions 
associated with the performance management system

According to official government documents, rules, and regulations, dialogue 
and employee involvement are necessary, especially in the processes and decisions 
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associated with the performance management systems. Dialogue builds up unity, 
common beliefs, and commitment; these actions have positive effects on organisation 
productivity (Interviewees 1, 2, 3, 5, 6, 7, and 8).

Despite the almost unanimous belief, there were slight differences amongst the 
interviewees in regard to the existing realities on the issue. There was the belief that 
over the years the municipal political leaderships have dominated negotiations and 
dialogue with managers and employees in most, if not all, municipal operational 
aspects including the crucial performance management system. This is so even though 
municipal managers legally have a very strong decision-making duty and responsibil-
ity in several operational functions and processes such as performance management. 
These opinions were supported by all administrative interviewees and one municipal 
councillor (Interviewees 2, 5, 6, 7, and 8).

Even though common and honest dialogue and employee involvement in perfor-
mance management systems could lead to employees’ commitment to honest and 
efficient engagement to excellence in their work, the opinions and attitudes of the 
political leaders remain questionable. The positions, attitudes, behaviours, relation-
ships, and activities of the political leaders are keys to the success of the municipal 
efforts. These strengthen the aims and objectives, as well as the honest and successful 
service delivery. The lack of engagement of employees, especially in terms of their 
performance alienates them and affects their loyalty on many occasions, damage to 
the municipal functionality.

Similarly, Cho and Lee note that when employees are not involved or consulted on 
issues affecting them it creates professional distance. This becomes a foundation for 
mistrust as employees feel alienated which eventually affects employee’s performance. 
Vermeeren et al. [11] concur stating that when outcomes overtake the importance 
of communication, trust tends to diminish. Hassan and Hatmaker [5] advocate for 
leadership initiatives to actively involve employees in decision making. They note that 
when employees have a clear picture of what is going on, it fosters solid and fruitful 
performance.

Municipalities are government institutions with duties and responsibilities. They 
are directly involved in a multiplicity of pre-determined functions including the 
collection of operational funds, disaster management, and service delivery amongst 
others. Municipal leadership needs to continuously interact with their communi-
ties to communicate their actions, plans, achievements, and failures honestly so 
they can win and perpetuate the communities’ support. These efforts can become a 
reality through direct, honest, continuous, and successful interaction amongst the 
leadership, management, and all employees. Ultimately, this will lead to inevitable 
dialogue and employee involvement in the processes and decisions associated with 
the performance management system. The possibility of ‘collaborative management’ 
disappears in a performance management system without common dialogue and 
employee involvement. This means that the existing weaknesses of performance 
management systems will be perpetuated therefore affecting efficient service delivery 
(Interviewees 1, 2, 3, 4, and 7).

6. Transparency and efficiency in the performance management system

Transparency and efficiency in performance management systems are dependent 
on the continuous and honest engagement of the senior political and administrative 
leadership with all employees. Continuous and honest engagement elevates the aims 
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and objectives of the municipality and leads to its success for the benefit of the com-
munity. Interviewees strongly believed that throughout the years all staff expected 
that leaders and managers engage and support them mainly in terms of retention, 
training, and development. It was believed that these leadership and management 
initiatives would become increase productivity. However, the feeling was that 
these initiatives did not happen for many reasons. Amongst the many reasons, they 
believed that leadership’s failure had serious negative effects on staff performance; 
mediocre to bad governance has negative effects on service delivery (Interviewees 1, 
3, 4, 6, 7, and 8).

It was felt that transparency and efficiency on the part of leaders and managers 
was the root of employee empowerment which when achieved increases staff com-
mitment, leading to better performance, commitment, and dedication to duties and 
responsibilities. It was felt that one could not accuse all leaders and managers of not 
being transparent and efficient but there is a need for many of them to change their 
beliefs and attitudes to empower employees and simultaneously better performance 
(Interviewees 2,3,5,7 and 8). Schultz and Van der Walt [12] note that employee’s 
performance is also hinged on the belief that management involve and value them. 
Therefore, it is imperative to change such attitude in efforts foster better performance.

Several interviewees indicated that on many occasions’ transparency in munici-
palities depended on the political and administrative circumstances, beliefs, aims, 
objectives, and future aspirations of the District Municipalities. It was perceived 
that all local municipalities were under political and administrative dominance; 
there was a belief that in most cases transparency and collegiality were absent in the 
behaviour of the district municipalities’ political and administrative systems. It was 
believed that the improvement of such attitudes and behaviours would be a serious 
improvement and a major step forward. Interviewees strongly felt that improvements 
in the ‘intergovernmental system’ could lead to a mutual mediation-based agree-
ment between local and District municipalities. Such an agreement would reconcile 
‘conflict-ruined relations’ that were based on resource allocations and stabilise the 
relationships amongst administrative and political leaders and managers.

It was also perceived that the success of such relationships would lead to the 
‘professionalism’ of staff. This would improve present weaknesses and gaps that exist 
in the performance. Interviewees perceived that it was the appropriate time to replace 
“political deployees” (administrative staff employed because of their connections 
with political leaders) with well-educated and capable professionals. Newly employed 
professionals would be instrumental in improving skill development in the municipal 
administration. These would be senior and middle managers as well as technical 
professionals who were desperately needed (Interviewees 2,3,4, and 5).

The responses of well-educated and self-employed municipal politicians and 
administrators did not differ substantially when compared with the findings of 
seminal research conducted by the Department of Cooperative Governance and 
Traditional Affairs [34]. This research was produced 15 years after the first demo-
cratic elections in the country. The report outlined the weaknesses, strengths, 
problems, and challenges facing South Africa’s municipalities at the time. The key 
weaknesses were observed in the financial terrain, these were associated with corrupt 
and ineffective financial systems, misuse of municipal funds and assets, fraud, and 
inadequate collection of revenue. Other weaknesses included the continuous breach 
of the constitutional sections 152 and 153 which outline key municipal obligations 
of service delivery to their communities; conflict between councillors and senior 
administrative management, which had negative effects on human resources and 
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performance environment; absence of the necessary steps and checks in the human 
resources and political systems.

The existence of these problems and challenges were followed by challenges 
associated with backlogs in several services; poor relations with their communities 
because of the lack of good governance, accountability, and communication; prob-
lems emanating from the administrative and political interface; fraud and corruption 
because of the lack of transparency, honesty, greed, and existing opportunities. All of 
these were considered instrumental in inducing violent protests which were associ-
ated with service delivery challenges and community demands, inter and intra- and 
political party infighting leading to negative effects in terms of service delivery and 
overall governance and delivery, and the lack of scarce skills in key administrative 
positions ([34], pp. 19–22).

The government officials and well-documented research pinpoint the fact that 
these challenges and problems led to a lack of service delivery to communities. These 
have been persistent over many years; it could have been a very different case if 
existing laws, rules, and regulations were followed. Furthermore, solid cooperation 
amongst the municipal political and administrative leadership, as well as a well-
planned and well-implemented performance management system, could have pre-
vented such problems in service delivery. These could be foundational for continuous 
and well-functioning political and administrative relations. These mechanisms could 
have similar opinions, plans, and implementation for the improvement at all levels 
including continuous and effective monitoring and evaluation as well as sophisticated 
and well-functioning early-warning systems. When in existence such circumstances 
and situations based on an effective and efficient intergovernmental oversight would 
ultimately lead to the strengthening of municipal processes, functions, and structures 
at all levels.

One of the most important contributions of the research document was the 
acceptance that the problems identified were symptomatic of problems within the 
jurisdiction of all municipalities in the country. These situations were the cause 
of decisive interventions throughout the municipal terrain, this was an immedi-
ate necessity because the assessment reports of all municipalities conclusively 
showed substantive evidence of several acts of fraud, financial mismanagement, 
corruption, serious irregularities, and a wide variety of related wrongdoing. The 
lack of capacity of the provincial and national governments to solve such major 
problems called for a significant emphasis on the ‘Turn-Around Strategy’ ([34], 
pp. 25–26).

The central government’s initiative named ‘Turn-Around Strategy’ began in 2009 
as a new strategy to solidify municipalities’ position as the foundation of the local, 
provincial, and national efforts of reconstruction and development. The aims and 
objectives were rooted in democratisation of society and a continuously growing 
economy. These aspirations could only be realised through the creation of a local 
government that was honest, sustainable, effective, and efficient; such a local govern-
ment is an integral component of a future developmental state. The vision of the state 
and society was to work together to become a developmental state through a path 
leading to development, economic growth, and social justice.

These principles and actions are the heart of South Africa’s developmental local 
government, the foundation of the country’s developmental state. Within this con-
text, the strategy was set to fight against worrying signs and trends in the municipal 
terrain. For many years, these undermined the success and progress in the fight 
for a democratic and economically growing society. This strategy was planned and 
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implemented in a South African context facing ‘great development risk in case the 
local government fails’ ([35], p. 3).

The Local Government Turnaround Strategy (LGTAS) concentrated on counter-
acting the existing forces that continuously undermined the country’s local govern-
ment systems. The research undertaken led to plans, designs, and implementation of 
the strategy. This began with pinpointing a number of the problems and challenges. 
These included the ‘systemic factors’ that were linked with the local government 
‘models’; political factors; skills and capacity constraints and difficulties; legislative 
and policy factors; accountability systems weaknesses; intergovernmental weak sup-
port and oversight; and inter-governmental systemic fiscal issues ([35], p. 5).

Five years later the South African Department of Planning, Monitoring, and 
Evaluation produced a critical review following up on the previous reports. A 
wide variety of empirically based research projects dealing with the country’s local 
municipalities also followed up on previous reports. The official government research 
document dissected the challenges faced by local government. The document was 
produced in a context where substantial changes had taken place in the political and 
administrative terrain as well as that of fundamental local government reform. These 
reforms included the amalgamation and rationalisation of municipalities; challenging 
and wide mandate of the developmental local government terrain and a significant 
number of challenges that remained in the processes of the planning and implemen-
tation of the ‘new system’ leading to success [36].

Research shows conclusively that there is a need to stop the continuous appoint-
ment of ‘political deployees’, especially in technical and administrative positions. 
This is crucial because the clear separation between politicians and administrative 
employees will play a key role in increasing the possibilities of municipal success. 
Once completed, leadership must support the initiative to development of skills, and 
future strategies for technical professionals and senior managers. These will address 
the existing operational gaps in leadership, operational, and management capabilities 
of government. This will be in important areas such as human resource management, 
development planning, service delivery, performance management, governance, and 
community engagement ([36], p.5).

The report confirms that the inheritance of skills and capacity gaps has been 
perpetuated during the new democratic era, this has negatively performance manage-
ment. There is a significant number of municipalities with such gaps that have been 
exacerbated by the restructuring and amalgamation of municipalities throughout 
South Africa ([36], p. 11). In terms of governance, the research findings pinpointed 
many challenges that existed in all categories of municipalities. These were related 
mainly to political patronage and interference, lack of political leadership, complex 
reporting demands, complicated policy agenda, and weak institutional skills and abil-
ities in many municipalities ([36], pp. 29–30). Amongst several problems, continuous 
political interference, problems in the political and administrative relations leading to 
poor compliance and weak oversight by both groups, weak skills and knowledge bases 
and administrative and political leadership and employees staff inability to respond 
to policy expectations and administrative demands were the cause of inefficient and 
ineffectiveness ([36], pp. 30–31). These problems discouraged honest communication 
with the communities. These were also related to the role of confusion in the political 
section of the municipalities that involved the Speakers, Mayors, and Chief Whips, 
as well as ward and proportional representation councillors. These led to a lack of 
transparency in the committee work of the mayor’s office, ineffective ward commit-
tees, and administrative confusion ([36], p. 33).
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7. Recommendations

In the quest to rethink performance management, leadership, interacting with 
employees, providing constructive criticism, and working as a team are all important 
components that leads to effectiveness in performance management. Even when it 
comes to the challenging job responsibilities of managing a process your employees do 
not like or find valuable, managing a paper process, gathering data, and keeping other 
managers motivated to give employees helpful feedback, there are solutions available 
that make these chores more manageable. The six tactics listed below can help you 
manage performance effectively.

8. Identify and share the organisation’s goals and performance objectives

This is the first step towards effective performance management since without 
clearly defined performance expectations, employees cannot accomplish company 
objectives. When describing goals or organisation objectives, managers do not always 
make themselves as clear as they should, and frequently, employees do not ask follow-
up questions when they are unsure or puzzled about anything. By being as transpar-
ent and communicative as you can be, avoid these pitfalls.

Using a goal-tracking program, making a chart in the workplace, sending out 
emails, handing out flyers throughout the office, conducting meetings, or doing each 
of these things individually are all ways to establish and describe goals. When laying 
down goals and objectives, it’s crucial to say them again so that they stick, provide 
visuals (such an office chart and emails) so that staff members have a reference, and, 
most importantly, schedule meetings to assess how things are going.

9. Use technology to enhance the performance management system

It could be time to think about trying out performance management software if 
you are not already. If you already have one and it is not saving you any time, your 
team is complaining about it, or employee engagement is low, it might be outdated 
and in need of an upgrade. It is essential that you start using performance manage-
ment software or at the very least start thinking about upgrading because it may 
greatly streamline your performance management techniques.

A strong performance management software system includes both conventional 
reviews and 360-degree evaluations, is user-friendly for employees, has an intuitive 
dashboard design, enables rapid and effective reporting, and, of course, promotes 
employee growth. The program will assist you and your staff in maintaining control 
of the situation so that your business always operates effectively. Here are a few help-
ful illustrations of more recent performance management tools.

10. Provide regular performance feedback

While it is crucial for every organisation to communicate both company and 
individual goals properly, communication alone will not get you very far. Your super-
visors will also need to periodically check in with teams and staff members to assess 
progress and offer comments. Good performance feedback highlights opportunity 
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areas with a clear route for progress while reinforcing strong skill sets and positive 
behaviours. Feedback of this nature cannot wait until HR begins the annual review 
cycle. Instead, it ought to be communicated in real time and incorporated into the 
business culture (it should also start during the interview process, but that is another 
post for another time). The best method to support your staff and their work while 
also effectively shaping it is to provide timely performance feedback. If you now use 
performance software, it ought to be able to assist you in gathering frequent feedback. 
If not, you can get very far using free tools like Google forms, Survey Monkey, or even 
just a straightforward email request.

11. Peer reviews

Utilising peer reviews, commonly referred to as 360-degree reviews, is another 
excellent technique to promote efficient performance management. Once more, 
most performance management software packages have this feature. Peer reviews 
are beneficial because they give colleagues the chance to complement one another, 
draw attention to their best qualities, and identify areas for growth. While observing 
their co-workers, this activity teaches workers how to collaborate, enhance commu-
nication, and self-evaluate. This procedure does require some managerial or human 
resources control, and all peer reviews should be examined to make sure that no 
claims, worries, compliments, or other remarks go overlooked or unanswered.

12. Reward and recognition

Applying rewards and engaging in proactive management are two ways to ensure 
results at work. This simply means that there is never any need for penalties at work 
because your staff always know what is expected of them. As a result, everyone is 
placed on an equal playing field with clear expectations and measurable objectives. 
Rewards and incentives are also a powerful tool for letting workers know that you value 
them, appreciate their efforts and hard work, and want them to keep up the good work.

Similarly, having an effective “HR Toolbox” in place that enables managers to 
identify slipping workers early on and offer constructive criticism aids in stopping an 
issue before it even arises. Thus, “Pre-emptive Management” is all about interacting 
with your staff to let them know what is expected of them, what is not, and how to 
achieve the objectives that have been set.

13. Feedback sessions

Setting aside time to meet with your team and discuss how things are doing with 
your stated goals and objectives, also known as progress reports or progress meetings, 
is crucial for achieving those goals and objectives. These meetings can be held once 
a week, once a month, or whenever frequently you see fit. Make sure your team is 
aware that attendance is required. This improves the accuracy of the progress feedback 
and enables you to create plans. Never get together for the sake of getting together. 
You want to have a topic that is both important to discuss and worth talking about. 
Meetings may be held less regularly and used as checkpoints throughout the year if you 
feel that everything is going well, that employees are receiving performance feedback 
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and acting on it, and that the business is Never get together for the sake of getting 
together. You want to have a topic that is both important to discuss and worth talking 
about. Meetings may be held less regularly and used as checkpoints throughout the 
year if you feel that everything is going well, that employees are receiving performance 
feedback and acting on it, and that the business is moving in the right direction. Have 
meetings as soon as possible if you wish to discuss any difficulties, worries, questions, 
or ideas. Maintaining your team’s involvement, knowledge, and awareness is crucial to 
the seamless operation of the machine that is your company. Moving in the right direc-
tion. Have meetings as soon as possible if you wish to discuss any difficulties, worries, 
questions, or ideas. Maintaining your team’s involvement, knowledge, and awareness is 
crucial to the seamless operation of the machine that is your company.

14. Conclusions

The findings of the present empirical study bare serious similarities with research 
undertaken by the South African government state departments, therefore, drawing 
a conclusion pointing to the reality that ‘the more things change the more remain the 
same’. The municipalities need to undertake radical changes given the harsh realities 
of the present, especially those associated with the Covid-19 pandemic, perpetual 
corruption, xenophobic uprisings, increased poverty, and climate change-ridden 
devastations in the Eastern Cape and KwaZulu.

The priority lies in the stabilisation of the political-administrative interface 
challenges that are instrumental in the municipalities’ downfall. One of the key issues 
to be addressed is political patronage in which employees are appointed based on 
political and/or factional support of the ruling party. It is a fundamental need that 
political representatives are separated from the administrative staff. This should form 
the basis for the employment of well-educated and highly skilled administrators who 
after following developmental plans, designs, and advanced training can upgrade the 
municipal performance significantly.

These initiatives can only be successful through a decisive movement aimed at the 
improvement of the intergovernmental municipal system and existing protocols at 
all levels. Such a move will add strength to the intergovernmental protocols that exist 
between district and local municipalities. Such a movement will be important to solve 
the existing problems associated with the existing conflicts regarding the allocation of 
existing resources and responsibilities.

The improvement of participatory governance and accountability at all municipal 
levels needs to be a key aim and objective. For this to become successful, a perfor-
mance management system that is well-planned, structured, and implemented is a 
key priority. This is because only such a system can provide solutions to the munici-
pality and its citizens since it is rooted in a collective and forward-looking leadership 
and management. This can be achieved through the unification of community-based, 
political and institutional initiatives planned and implemented with one aim and 
objective: to strengthen and develop an active and decisive public participation energy 
and action with the strong alliance of local community leadership, civil society, and 
Ward Committees.

Once these initiatives are introduced and developed, South African municipalities 
will be strengthened as there will be active support and oversight from both provin-
cial and national governments. Concurrently, active community participation will 
increase in the process.
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Chapter 13

ICT as the New Age of
Development of HR Management
Kiril Anguelov

Abstract

Information and communication technologies are becoming increasingly impor-
tant for the development of corporate management. This fully corresponds to the
human resources management. Integrating various HR information systems with
other information systems in the company (ERP, CRM, PLM, etc.), we expect a
serious increase in efficiency of company results, which could lead us for a new age in
HR management. The more and more elements of artificial intelligence we include in
these systems, the more real this conclusion becomes. In this chapter, after the general
review of the main achievements in the field, we analyze various issues related to the
direction of development of information systems for human resources in terms of
their applicability in the enterprises of the future (ENTERPRISE 5.0); the limit of the
effective application of artificial intelligence in HR management; the main difficulties
faced by human resources departments in implementing and using such systems.

Keywords: digitalization, enterprise resource planning (ERP), human resource
information systems (HRIS), artificial intelligence (AI), Industry 4.0, Enterprise 5.0

1. Introduction

Digitalization is the key understanding for modern success and covers almost
every possible aspects of our life—both professional and private, from digital com-
munication (social networks and media, all types of blogs and s.o.) to directly totally
new digital world (such as Meta is). Therefore, information and communication
technology has very important impact on our professional and social development.

Following this line of considerations, it is absolutely impossible to imagine today’s
business world without information systems. Competitiveness and effectiveness of an
enterprise for years is based on the speed development of information and communi-
cation technology and its implementation in almost every sphere of doing modern
business. From new customers` attraction, from production to relations with suppliers
or final clients—all process of one enterprise could be integrated in some business
information systems. In this regard, human resource management is one of the
spheres where the implementation of information systems is growing rapidly each
passing year and this focus is not just a coincidence. Employees are the most impor-
tant resource of an enterprise nowadays, and it is quite reasonable to become one of
the lines for the development of information and communication systems.
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There are a lot of available human resource information systems (HRIS) already
introduced at the market and also a number of new ones in the development phase.
Something more—IT companies are willing to develop specific HRIS especially
designed for their key corporate clients. Despite the various IT developments in HRIS,
we could outline three major lines supporting human resource management:

• information systems for selection potential employees of enterprise.

• information systems managing available staff (including their career
development, work experience, salary, timing for vacation, replacement etc.)

• information systems for training and qualifications.

Modern companies use all possible systems in attempt to improve their perfor-
mance and to increase their competitiveness, which in fact is in totally accordance
with the specifics of Industry 4.0. Information society and Information Technology
impose new understanding of doing effective business. Without proper digitalization
(as first step) and implementation ICT, the enterprise is convicted to be rejected by
the market (sooner or later). Something more—the progress to Industry 5.0 will
introduce new application and dimension of HRIS. Artificial intelligence will be used
to complete for instance the process of new employees selection procedure with
making the final decision (instead of people) who exactly among all candidates fits
perfectly to the available working position.

This chapter is dedicated to human resource information systems with focus on the
introducing artificial intelligence in these systems and guidelines for future possible
development of HRIS.

In this chapter, after the general review of the main achievements in the field, we
analyze various issues related to the following:

1.Main functionalities of human resource information system and trends for
development.

2.Development of HRIS in the context of ENTERPRISE 4.0 and ENTERPRISE 5.0;

3.The limit of the effective application of artificial intelligence in HR Management;

4.The main difficulties faced by human resources departments in implementing
and using such systems.

2. Literature review

Due to the fact that information and communication technologies have become the
major part for both the present and future business developments, it is absolutely
logical that human resource information systems are in the focus of scientific interest
in recent years.

2.1 Human resource management and Industry 4.0

Digitalization and future development of Human Resource Information Systems in
the context of the Industry 4.0 is no doubt one of the interesting areas, attracting
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scientific attention. In this line, the literature is quite rich proposing vivid discussion
and different interpretation of the topic. After a profound analysis, based on a solid
literature review on this specific field, authors [1] found that digital trends in human
resources are distributed into three main themes: HR-Digitalization (covering future
trends in workforce; new technologies; Interaction Human-Robot and New ways of
working); HR-Management (covering different learning and training models,
Recruitment and different selection procedures; Rewards based on individual/team
performance; Talent Management); and HR-Strategy (covering different social
aspects such as: Diversity and Inclusion, Leadership, Organizational Changes, and
Organizational Culture). This forth industry revolution in fact requires the develop-
ment of new skills and competence of employees. Temelkova [2] synthesizes a defi-
nition of the notion “digital leadership,” as a process leading to a higher added value
for the organizational system, as well as to an integrated comprehensive utilization of
information and communication technologies, toolset, and human resources in a
digital environment in view of achieving the strategic targets of a business system
through team interaction between people working with network-connected com-
puters or mobile devices, achieved on the basis of applying a particular leadership
style in a virtual environment. Some of authors directly have pointed new abilities of
workers such as: “super-strength capability, augmented capability, virtual capability,
healthy capability, smart capability, collaborative, social capability, analytical capa-
bility. Base” [3]. These new competences undoubtedly require and new managerial
approach namely in the field of Human Resource Management (in terms of planning,
hiring, and career development of staff). Some of researchers also explore the social
acceptability dimension of adoption of Industry 4.0 and admit: “To unlock the digita-
lization of sustainable production systems, manufacturing organizations are keen to
adopt digital technologies to enhance performance” [4]. At the same time, however,
this can cause organization different social difficulties and challenges. Authors have
analyzed seven dimensions of social acceptability: Cultural, Employee, Market, Phys-
iological, Compliance, Safety and Behavioral Acceptability. On the other hand, some
of the economy sectors (for instance, automotive industry) suffer strongly from a lack
of well-qualified employees and new technologies are capable to solve for them this
crucial problem. In this line comes the following conclusion: “Due to the lack of skilled
workers and the reduction in automotive manufacturing costs, automotive industries
are more focused on automating their manufacturing processes” [5]. In this sense,
many scholars admit that successful transformation of one company from traditional
to Industry 4.0 has to be implemented along with both technological and internal
organizational changes at the same time. They emphasize on the pivotal role of
“strategy, work design, and people management” [6]. Gallo and Santolamazza
describe the specifics of new skills and abilities for an effective technician in Industry
4.0 as “has to be able to interact, as instance, with Cyber Physical Systems and robots”
as well as “should be able to find relevant information and predict events by a proper
use of Big Data analytics” and to have “the ability to rapidly adapt his skills to
innovations” [7]. Authors also consider that the training process within the company,
conducted by the Human Resource Department, will be also rapidly developed based
again on the same technologies for Industry 4.0 (including smart devices and virtual
reality). In this sense, Angelova develops specific indicators and overall methodology
for assessing e-platforms for business meetings (as a starting point to put on proper
evaluation specific elements of HRM in Industry 4.0) [8, 9]. Something more—at first
glance the speed of innovations in information and communication technology suits
only for new generation and our first assumption is that older employees could be
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rejected due to their slower adaptation to changes at working processes. But scholars
succeeded to prove that “the accumulated workers’ knowledge and experience of
older workers and automation of physically demanding tasks can not only improve the
productivity of industrial systems but also decrease the costs of ill-health related
expenditures” [10]. Stoyanova outlines the valid relation between strategic manage-
ment and company staff, and this relation in terms of Industry 4.0 has to be consid-
ered even as more determining for the final effectiveness and performance of the
enterprise [11]. At the same time, we have to outline that the overall principles of
development of HRM in the context of Enterprise 4.0 are applicable and relevant not
only for the business organizations, but also for other sectors—NGOs and public
sector if these organizations are willing to be modern and innovative. The example of
such type of consideration is presented in [12].

All abovementioned presents different trends and perspectives of development of
Industry 4.0 and their close relations and influence to human resource of one enter-
prise. Although undeniable role of this concept for the rapid increase of the enterprise
performance, there are also various and controversial opinions on the confrontation
line new technologies—new threats to employees and their jobs [13]. Authors admit
that despite the stronger role of information and communication technologies,
humans “will continue to play active roles in manufacturing process… , those roles
may change over the time” [13]. Therefore, this new paradigm generates new con-
cerns, including new approach for the prevention of human rights [14]. Some scholars
find the possible solution in building strong relationship on the line human technology
in order to be successful in this new fourth industrial revolution. “A key concern in
Human Technology Integration is creating a compelling narrative for the future
workforce, with space for both human strengths and weaknesses” [15]. In addition to
these considerations, the concept for corporate social responsibility in its internal
organizational domain and perspective could be also one of the working mechanisms
to overcome this basic confrontation for the relative weight of human and technolog-
ical force in the context of Industry 4.0 [16].

2.2 Human resource information systems and ERP systems

The author, as a university professor and scientist working closely with the
practice, has over 15 years of experience with the implementation and effective use of
Business Information Systems, including the modules related to HRM.

In this regard, over the years, he has conducted numerous studies and collected
many opinions of various stakeholders in this process: business owners, top managers,
managers at different levels, including heads of HR departments and units, system
users, information system implementation consultants, business process re-
engineering consultants, HRIS manufacturers, system architects of such systems, and
sales representatives of various business information systems.

This experience has been gained not only among different stakeholders, but also in
different types of enterprises and over different information systems, such as SMEs,
multinational corporations, enterprises in different fields, both industrial and com-
mercial enterprises; organizations in the NGO sector as well as public authorities at
different levels (national, regional, and local).

In surveying these stakeholders, the main issues were related to the usability of
these systems, the possibility of business process reengineering through these systems,
various difficulties that users encounter in implementing and using these systems, and
the additional capabilities that can be incorporated into these systems in order to
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effectively implement business process reengineering in human resource manage-
ment. On this basis, as a consequence of this multigenerational study of different
opinions and experiences in the implementation as well as modification of specific
business processes, different conclusions related to the classification of the develop-
ment of these systems, to their evolution, and to the trends of their development are
synthesized. Some of these opinions have been presented in the previous publications
of the author, and here they are developed in a summarized way in terms of the trends
of human resources development mediated by the use of HRIS.

As an integral part of a modern management, human resource information
systems (HRIS) respectively attract scholars` attention generating vivid discussion
covering various aspects of its applicability in an enterprise. At the beginning of
development of information and communication technologies and especially inte-
grated enterprise resource planning systems, the focus for both practitioners and
researchers was mainly on the added value that ERP could bring to big and multina-
tional corporations. This line of considerations is reasonable having in mind the costs
and efforts needed to be successfully integrated one ERP. With the development of
technologies, the sphere of applicability of management information systems drasti-
cally increases and now, we could consider for specific HRIS designed by IT compa-
nies especially for different types (in terms of size) corporate clients. Some authors
consider HRIS as a key component of modern competitive advantage of a company:
“organization success widely depends on their talented pool of human resource; they
are treated as a strategic asset by an organization and this could be competitively
maintained through effective application of Human Resource Information System
(HRIS)” [17].

A research team tracks the development of HRIS back to its beginning from the
40s of twentieth century until the latest development—passing through the four
major periods of technological development, namely: client server, mainframe, cloud-
based, ERP, and web-based systems. They concluded that “the majority of the studies
on the application of technology to support HR, has been conducted in the last 20 to 25
years, as a response to the use of the web, as a medium for delivering HRIS” [18].
Another profound analysis on the development of HRIS is proposed by Bilgic [19],
who convincingly claims the following: “Today’s HRM-related software do not deal
with just payrolls, they also include recruiting and record-keeping, training and per-
formance appraisal which have transitioned HRM from task-oriented to people-
oriented.” Some of authors (based on their profound analysis on the field) even claim
that sometimes the management of a company in its attempt to strive for the strategic
alignment on the axis Information Technology – Business Goals often underestimates
or even ignores the role of HRM especially in creating added value [20].

Along with the researches devoted to the development of HRIS, there are also a
number of scientific works, focusing on specific added value that HRIS brings to the
final effectiveness and performance of enterprise, exploring various case studies in
different economic sectors. As example here we could point out the research of
scholars, who explore the role of HRIS and its impact on the operational efficiency in
the context of multinational corporations. They have focused on five specific func-
tions of HRIS and its reflection to the corporation operational efficiency: job analysis,
e-recruitment and selection of staff, e-compensation and benefit, e-performance
appraisal as well as e-communication. For all these five functions, authors admit that
there is a positive impact on the overall operational efficiency of the corporation [21].
According to Wandhe [22], who analyzes the role of effectiveness of HRIS in the
twenty-first century, there are more benefits for the company implementing HRIS
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such as: increase the accessibility of appropriate data both for all company’s employees
as well as information for all applied for job candidates; totally new quality level of
standard for the HR department; more focusing career planning, consulting and
development of all staff; ability to react and adapt to rapid change environment, etc.
On the other side, scholars also admit, that “companies seem to be using technology
more to ease, speed up and improve their current human resource practices and pro-
cedures and less to analyse data and plan around such analysis” [23]. Specific focus is
explored on the level of employee satisfaction on the effectiveness of the HRIS [24].

The analysis on the development of HRIS usually involves and another big aspect
—the social price and the social dimension of this development, especially concerning
the interaction between technology and humans. Authors explore the level of accep-
tance and confirm the “importance of the human-machine-organisation relationship
to contribute to the understanding of HRIS acceptance in professional environments”
[25]. Although the increasing role of HRIS in every day live of a modern digitalized
company is undeniable, the scholars still admit that humans will continue to play
significant part. The social dimension of this discussion has to be transformed in
possible advantages that information technologies could bring and on this basis to find
new solutions possibility to develop human role and intelligence.

2.3 Artificial intelligence and human resource management

One of the biggest and actual directions for scientific researches is the possibilities
of using artificial intelligence (AI) especially for the purpose of human resource
management. This line of scientific developments are quite actual and relevant in light
of concept Industry 5.0 and in attempt of researchers to find out the key component
for successful and effective business development, based on AI in human resource
management. Here, we observe many standpoints—from core technical (focusing
basically on the required technical equipment for introducing AI in HRM) to more
“soft” skills identified by scientists again in the context of AI in HRM. For instance, a
team of researchers admit that if one organization is willing to benefit from AI
application in HRM, the management of this organization should have more strategic
thinking and to be able to look beyond technical requirements for equipment. Authors
explicitly emphasize that organization has to pay attention and to develop also
nontechnical resources such as: human skills and competencies, leadership, team co-
ordination, organizational culture and innovation mindset, governance strategy, and
AI-employee integration strategies, to benefit from AI adoption [26].

There are also many scientific researches devoted to the specific technologies and
IT instruments to improve performance of AI in more general business management
context, but also in specific context of HRM [27–29]. Scholars admit that “The prolif-
eration and use of AI-enabled innovative database management is evident in the real
world with emerging AI-HR applications and solutions, such as CloudHR, SAP
SuccessFactors, BambooHR, GustoHR, OnPay, CakeHR, Trakstar, Deputy,
ZohoPeople and so on” [30]. Other researchers are focusing on the further develop-
ment of AI in HRIS—for instance as an instrument for prevention from situation of
missing deadlines, which always is one of the great challenges for any management
and becomes even much more important when it comes for the project deadlines [31].
One of other suggestions is the directions of digital innovations with the key support
of AI in this area, including in the context of human resource management [32].

It is quite reasonable that such powerful instrument as artificial intelligence is
could generate vivid scientific discussion, including in more human and philosophic
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aspects. An interesting approach in this regard is presented by scientific team, which
explores the perceptions of employees, computer systems, and AI. According to
results of this research, the authors found out that humans consider themselves and
computer systems as better than AI, but at the same time, respondents claim that
humans are both weaker and less active than computer systems and AI [33]. Some
researchers explore in more general context (not only for HRM) the problems caused
during the interaction between natural and artificial intelligence [34]. Again in this
line, but this time based on the essential regular opposition “more AI – less human
employees” at the organization is dedicated to another research. Authors admit that in
this specific case the role of human resource manager is very challenging due to the
fact that have at the same time they have to convince people in the organization on the
benefits of adoption of AI at different working processes [35]. Exploring the trends in
the future development of in relation to AI-HRM, including the line of potential
interest of scholars, they argue “future research may investigate the roles of institu-
tions (as an environmental driver) as more rules and regulations emerge to formalize
the interaction between AI and HRM” [35].

Despite the different standpoints, scholars agree on the basic idea that one of the
biggest interventions in the field of HR development and HRIS will be namely based
on the future development of AI and new horizon for the enterprise efficiency which
AI could bring as an added value of its application. For instance in [36], authors
explore the role of AI for revolutionizing innovation management. Therefore, the
debate on the role of machine—humans—artificial intelligence—natural intelligence
will continue during the coming decades in an attempt to find the key balance
between social/human price and economy benefits, based on the revolutionary ideas
and innovations.

3. Main functionalities of human resource information system and trends
for the development (Enterprise 4.0 and Enterprise 5.0)

The basic understanding is that at present HRIS must significantly support the
practitioners of the human resources department in almost all their activities, and in
the future, through the use of artificial intelligence—to replace them fully, performing
to a large extent (or directly in full) their professional tasks. Undoubtedly, without the
presence of HRIS, a modern business organization would suffer from many problems
that have the potential to become major threats to the future development of the
company. It is clear to everyone that multinational corporations, as well as large
companies, are to some extent doomed to use, if not ERP, then at least HRIS in their
day-to-day operations, in order to ensure at least a smooth execution of business
processes.

In this regard, the main basic and advanced functions provided by HRIS can be
identified in Figure 1.

3.1 Basic functions

1.Digitize classic business processes related to human resource management:
recruiting, time management, payroll, career development, motivation, training,
social environment. The main benefits due to digitalization are realized, related
to the reduction of the prime cost of the business processes for human resource
management.
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2.Integration of information in the enterprise/organization, which allows faster
and more efficient business processes involving several units in the enterprise;

3. Integration of the company’s information with external databases, such as
insurance and insurance institutions, different government, or local authorities
(according to the regulations of the country).

4.Searching and processing of large datasets allowing quickly finding the necessary
information and its presentation in the form of a report and/or some type of
official document. This feature is basic for HRIS, saving many man-days, and
allows quick access to information for employees when providing it for the needs
of other processes in the company, as well as for external organizations and
different public authorities.

5. Integration with other, according to the specifics of the enterprise, business
information systems (such as customer relationship management—CRM,
warehouse management systems—WMS; supply chain management systems—
SCM; product lifecycle management—PLM, and many others) in a complete
enterprise resource planning—ERP solution; thus, the information received from
the human resource management is available for use, processing, and analysis by
all interested business processes. This function is fundamental for the modern
development of HRIS, as it could claim the implementation of only one
information system for human resource management is an outdated concept and

Figure 1.
Major functions of HRIS.
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now, there are available at the market many opportunities for application of
integrated systems not only for big enterprises and corporations but also for the
other types and size companies. HRIS has to be an inseparable part of a
comprehensive ERP information platform of the enterprise.

3.2 Advanced functions

1.Analysis of large datasets. Trends stand out on the basis of statistical processing.
This allows obtaining essential information, securing the implementation of
human resource management processes at a qualitatively new level. New
opportunities are being created: finding the average salary for a given job
position in a given geographical region; future availability/shortage of workforce
in the enterprise or in a given geographical region; financial analysis of the
effectiveness of investments (e.g., ROI) in various human resource management
activities (e.g., training) as well as many others.

2.Forecasts based on the analysis of large datasets. This function is connected to the
use of elements of artificial intelligence, such as hidden facts or trends related to
various aspects of human resource management, such as seasonal/climatic trends
in the workforce (sick leave, vacations, leaving work, etc.); the level of
remuneration that serves as a motivator for the employees of a given job
position; forecasts for the implementation of work tasks during certain calendar
periods/stages and many others.

3.Virtual communication with employees. Facilitated communication of
employees with the Human Resources Department is one of the functions of
HRIS, which not only saves man-hours, but is also a demonstration of
appreciation of the employee’s personal time in his communication with the
administration. Whether it is about applying for paid work leave, sending a sick
leave, or keeping a job in an open space, this is always assessed positively by the
employee. A well-organized communication on a virtual job application is a
guideline for the potential employee for future communication in the company
(especially in terms of relation of administration-employee) and can be one of
the factors for choosing one company over another.

4.Creating new business processes aimed at human resource management. The use
of artificial intelligence, data analysis, forecasts that can be performed, and
virtual communication with employees build prerequisites for creating new
business processes that are inefficient without HRIS. An example would be the
booking for a specific day and time of a common workplace or meeting room (in
case of such an open space policy in the enterprise), through a digital application,
part of HRIS.

5.Integration of artificial intelligence in the enterprise. This feature implies not
only forecasting related to the analysis of large datasets, but also an overall
comprehensive approach to enterprise management using artificial intelligence,
typical of Enterprise 5.0. Examples include wage efficiency (salary motivation),
atypical behavior among employees (suggestive of lack of commitment,
problems, poor motivation, looking for a new job and new employer, etc.);
guidance by artificial intelligence at work; assistance in evaluation and selection
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of job candidates; early identification of talents (by key performance and
individual results achieved in different task at work) and many others. The main
specificity is the use of the most complete, efficient, and creative possibilities of
artificial intelligence in the overall management of the enterprise. Of course, this
creates many moral, legal, and psychological problems and challenges that are
not part and focus of the current study.

As it became clear from the functions of HRIS discussed above, the main ones are
related to the initial and classical application of HRIS in enterprises, and the Advanced
functions are related to the implementation of the concepts for Enterprise 4.0 and 5.0.
In this regard, on the effective application of these advanced features will be given
special attention in the next two sections related to the application of artificial intelli-
gence and new trends in these business information systems (Table 1).

Conditionally, we can consider the application of functionalities of HRIS in four
important areas following the logic of search, selection, and career development of
employees, in which the classical processes of human resources management are
grouped (Figure 2).

Let us explore comprehensively these four main areas focusing on the advantages
that HRIS has the ability to bring for the improvement of quality of Human Resource
Management Department.

Figure 2.
Groups of human resource management processes in a classical aspect.

HRIS in ENTERPRISE 4.0 HRIS in ENTERPRISE 5.0

Integration at enterprise level/
holding

Integration of HRIS of the enterprise with the external systems

Partial virtualization of workplaces Significant virtualization of workplaces

Partial access to HRIS via the
Internet

Full access to HRIS via the Internet

Artificial intelligence as an Advisor Artificial Intelligence can be in two roles: Advisor and Decision
Maker

Table 1.
Future trends in HRIS development in the context of Enterprise 5.0.
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3.3 Identification of human resources needs and job announcing and applying
procedure

To begin with, in order to announce vacant position in an organization, there must
first be clearly identified the need to recruit new staff. Basically, there are three
possible scenarios leading to the announcement of an available vacancy:

1. leaving staff—that is, in this scenario, this position exists before a job vacancy is
announced, but for various reasons (e.g., retirement, maternity job leave, or sick
leave, fired by the employer due to poor performance), this position is now currently
available. Therefore, the documentation (job description, job qualification, specific
professional requirements for the potential candidate) should be updated here only if
necessary. In this specific case, HRISwill have preliminary available information
with only one exclusion—when the expert is leaving on its ownwhish. Еven in this
situation, the expert is obliged to announce in advance his intention to leave the job
so that the employer can take action to recruit new staff during this period of time.

In this specific scenario, HRIS can help a lot in several different aspects:

• During the constant monitoring of the personnel files of employees, HRIS
establishes and automatically reports on a job vacancy due to retirement,
expiration of a fixed-term contract, etc.

• The system can make analyses and forecasts for potential hospitalizations,
maternity leave, and other events that can be statistically established for the
enterprise. On this basis, the system may recommend starting the procedure
for appointing a new employee (s).

• From previous recruitment sessions, HRIS can maintain, as well as the
contacts of the applicants, but also their performance, which is a strong
starting point, in cases where a suitable candidate for the available job
position can be identified.

2.Enterprise development with inclusion of new activities and/or services, which
requires the formation of totally new units in the organization and elaboration of
completely new documentation and job descriptions for the work positions in
these new units.

An effective management has to be proactive and not just waiting the processes
to happen by themselves, including in terms of HRM and the necessity of new
employees—it is aware in advance to who are the potential candidates from
other employees. This is the focus of HRIS’s work in the next steps, which takes
place long before the vacancy is announced:

• identification of potential candidates.

• motivation of candidates with the opportunity to take a higher position.

• qualification courses for potential candidates.

• monitoring the progress of each potential candidate.
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• proposal for selection of a candidate.

• How effective the implementation of the abovementioned activities will be
will largely depend on the capabilities of HRIS.

3.Changes in the enterprise that affects already existing jobs and their transformation
into new ones (e.g., in case of optimization, automation of production, business
process reengineering, and other internal organizational changes).

In case of change the company’s strategy, this can be a starting point for HRIS to
assess the necessary retraining courses and manage their implementation.

In all three cases, the following HRIS options remain the following:

• HRIS maintains automatic contact with potential partners—suppliers of human
resources;

• Possibility for digital submission of the candidates’ files.

In these three scenarios mentioned above, HRIS should have gathered information
from advance and informed human resource experts of the forthcoming need to
recruit new staff. At the same time, for the preparation and writing of the necessary
documentation, including updating existing or directly developing new job descrip-
tions, employment contracts, etc., the information collected by HRIS is essential to
prevent deviations from the overall company policy and could be served as a guaran-
tee for following internal standard (for instance: people at the same position of orga-
nization hierarchy to have the same starting level of wages).

Once the need to recruit new staff is on the agenda of the Human Resource
Department, the second logical step is to find out if within the organization, there is a
potential candidate(s) suitable for the vacant position. This analysis also has to be
maid with the information help of HRIS comparing requirements with the already
available qualification and description of employees. In case that the system indicates
suitable potential candidate(s), human resources should be directed to conduct an
internal selection procedure. Thereby, they will secure firstly career development for
their employees and on the second place come the new ones.

3.4 Selection procedure of suitable candidate or pool of candidates

In case that such internal selection procedure is impossible, the Human Resource
Department has to announce the information for vacant position for all appropriate and
relevant channels (including using professional platforms, specialized sites, etc.). At the
same time, HRIS could collect information both for potential and real candidates.
Depending on the functionalities, HRIS also could provide initial selection of real can-
didates—comparing between requested and real possessed abilities, skills, qualification,
expertise, experience, etc. Therefore, HR experts will be maximally relieved from
reading numerous CVs and supporting documents of candidates who definitely do not
meet the requirements originally set by the employer. The importance of digital possi-
bility for job applying was already considered and recommended. Whether the submis-
sion of documents is digital (directly in the system) or the information for the
candidates is subsequently included in it, a very strong effect of storing the information
is achieved, including with the possibility of easy use in the future.
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At this stage, however, the greatest benefit of HRIS may be in the re-selection of
files. Depending on the vacancy, the procedures usually include several rounds, the
first of which must always be compliance of the submitted applications with the
minimum declared requirements for holding the position. This routine work can take
hundreds of man-days for a large company receiving numerous applications for each
position. Automatic rejection of candidates who do not meet the minimum require-
ments is mostly easily done with a digital application. In addition, depending on the
number of applications, the selection commission may set higher requirements and
preselection on purely administrative criteria can be done extremely effectively by
HRIS—if a criterion is raised, it can be determined immediately how many candidates
remain, which be an indication of howmuch the requirements should be increased. By
using artificial intelligence, significant benefits can be achieved in the next stages,
which will be the subject of the next part of the chapter.

On the other hand, with the help of HRIS information for all candidates is included
at the database of the organization, thus forming a pool of possible suitable candi-
dates, from which, giving the needs of the organization can be executed additional
selection. This saves time and effort in the next need to go through the whole long
procedure of hiring the right staff again. However, it should be noted that such a pool
of potential experts is formed and works along with a very good public reputation of
the organization, including in its capacity and reliability as an employer.

3.5 Time management and payroll

These processes are historically the first to begin the development of HRIS. On the
other hand, they very much illustrate the integration of information about different
units in the enterprise, such as human resources and accounting. The integrated
processes of time management and payroll through the common information database
of HRIS clearly illustrates the benefits in the following areas: saved many man-days
based on more integrated and more efficient business processes; reduced possibility of
making mistakes; understandable and easy processes for the company’s employees
(e.g., when providing sick leave or requesting leave); automated transmission of the
necessary data for information systems external to the enterprise (e.g., insurance
companies); quick and efficient preparation of reports for different periods and for
different groups of employees; creation of statistics and on their basis—analyzes for
the efficiency of the work processes, both by departments and by employees; and
many others.

At the same time, it should be noted that in these classical processes in recent
years, there has been a great development. The global sanitary crisis associated with
the COVID-19 pandemic has become a catalyst for many industries to transform their
business processes and the overall working policy (to online and digital). Recent
pandemic situation could be considered as a push-up for both public administration
and business to make crucial changes. This observation is relevant especially for
industries where it is possible to transform from traditional office work to home office
options (fully or partially). This new workplace organization has become a big
challenge for HRIS and has driven development in the following areas:

• further development of time management systems, including in the home office;

• development of opportunities for online bookings workplace, meeting room, or
other part of the infrastructure of the enterprise (in case of necessity or in
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situation where the policy of the company requires that employees have to be
physically at the office part of the working week). These systems are easily
accessible from employees’ personal devices and are yet to be developed.

3.6 Career development

Once we have appointed staff, the main effort of the Human Resources Depart-
ment of a modern organization is to focus on the implementation of a consistent and
comprehensive policy to ensure their career development. As we all know, in the age
of information and communication technologies, when companies offer a lot of great
(but also and very similar) products and services, the competitive advantage may be
due to a well-motivated expert team working for the organization. In this sense, one of
the main efforts of human resource management is to guarantee and ensure the
personnel development of each employee, taking into account his professional quali-
ties, competence, expertise, and individual preferences. In modern organizations, the
overall career development policy of the employee team is implemented on the basis
of information provided by HRIS and additional analysis carried out by HR experts.
This is especially true for companies from the creative and IT industries, where
management of the company has to build appropriate and friendly environment
where employees could create. According to the results of specific research,
conducted by the author for the purpose of another study, focusing on the degree of
commitment of employees working in IT companies in Bulgaria, employees clearly
pointed out that the attractiveness of the salary is the most important factor for their
motivation, but right after that, they put the role of positive microclimate and
opportunities for professional development.

Based on all of the above-mentioned, it should be noted that a significant part of
the usefulness of an HRIS is the opportunities provided for the implementation of the
following business processes:

• Career development related to the assessment of the capabilities of each
employee. Very often, this process is intertwined with the process of reporting
what has been done for a certain planning period. In this way, people can be
directed to achieve better results, as well as to specify the specialists who are
appropriate to be developed in their careers.

• In this regard are related trainings and qualification courses, which not only allow
to increase work results, but are also an additional motivation for staff in
connection with their career development. HRIS information systems can not
only provide information to the whole process, making its implementation very
effective, but also create an opportunity to assess the return-on investment ROI,
a function embedded in many modern HRIS.

• On the process of using HRIS (especially if it is with artificial intelligence), it is
possible to profile the individual employees and according to their specific
motivating factors to achieve the greatest possible degree of their commitment to
the company’s goals;

• Wemust not forget that the early identification of talent can be a very useful area
for the company. Usually, this can be supported by artificial intelligence, which is
the focus of the next part of the chapter.
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• Social environment—creating conditions for creative work and good team spirit.
Improving the efficiency of the implementation of these processes is rooted not
only in the management functions of such processes, but also in the unified
database of employees, which can assess what are the desired directions of
development of the social environment by employees. Opportunities for direct
communication with HR staff through HRIS are important, which is especially
useful for sharing information about corporate news and events, but it is also a
good opportunity to conduct opinion polls of employees in connection with the
social environment.

• The significant benefits that such systems can have in organizing and supporting
Corporate Social Responsibility cannot be ignored.

As much as the motivation of the staff may not seem to be linked to the proper
work of HRIS, this, albeit indirect, connection should not be overlooked, given that
such a system can ensure that minimum basic working conditions are met. In this
case, for example, we can comment on the guarantee of mandatory rest, especially
when working part-time or shift work, in compliance with work discipline, the possi-
bility of annual vacation, as well as opportunities for substitution between colleagues,
etc. Rest coincides in a specific period, and it is through the use of HRIS that the
danger of only the same staff using their annual vacation during this period can be
overcome (and here, of course, the role of the direct supervisor of these staff is also
important). At the same time, the system can quickly check the extent to which, for
example, an employee participates in training funded by the organization and the
extent to which he/she shows a desire for self-development and self-improvement.

Therefore, with the help of HRIS, it is possible to make a very correct planning of
the overall annual workload of employees, distributing the work and tasks relatively
evenly and therefore relatively fairly. In this sense, the information system can
indeed be seen as guaranteeing minimum/basic standards of work, thus ensuring, in
particular, the rights of employees in terms of effort involved—reword—career
development.

At the same time, thanks to the information it collects for each employee, forming
his complete work file, the system can generate various reports related to the need to
conduct training for different groups of employees and/or teams. In the case of a
multinational corporation and/or a large enterprise, the training of the teams is largely
carried out with internal resources of the organization (including trainers, training
materials, needed equipment, etc.). The time needed to conduct the training, includ-
ing the format in which it can be conducted, the necessity to interrupt the usual work
and tasks of employees, their replacement so as not to disrupt the work process—all
this can be planned and implemented using the potential and the capabilities of the
information system. HRIS could be used not only to select and show the staff needed
to be trained but also for the overall planning of the training.

Social environment could be considered as an indirect result from the efficient
work of HRIS, due to the fact, as already mentioned that it creates and guarantees the
basic conditions for organizational culture and atmosphere. Human resources are
inherently a horizontal activity in an organization, as they relate to each employee,
regardless of his place in the hierarchy, opportunities, specializations, qualifications,
individual preferences, etc. Therefore, the way people are managed is key to the
overall organizational development and the creation of an appropriate environment
(we can really even talk about a specific atmosphere of social interaction) in which
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each employee can trace their own contribution to the implementation of organiza-
tional goals and at the same time be clear about what he/she has achieved with this
contribution to his own organizational and career development.

One of the many benefits that HRIS undoubtedly creates is to a large extent the
elimination of the personal moment of evaluation by HR experts, thus contributing to
building institutional confidence and increasing the engagement of employees in the
organization. With the increasing implementation of HRIS and using objective data of
everyday activities of HR experts, the element of subjectivity is largely being erased—
this applies both to the selection of a candidate for a vacant position and, for example,
to the attestation procedure of staff—in this sense, through such a system, it is
impossible for an employee who has regularly and conscientiously performed his/her
duties to receive a lower attestation grade than an employee who has more mediocre
results in performing the tasks, as all information should be available in the system
and therefore, it will be easy to be checked and at the same time—difficult or
impossible to manipulate.

This equal treatment of all employees at the first time by the HRIS and at the second
step—by the HR experts of the HR Department, in fact creates confidence once between
managers and employees and secondly builds trust between employees themselves.

4. Development of HRIS in the context of ENTERPRISE 4.0 and
ENTERPRISE 5.0

In addition to the above presented main functionalities of Human Resource Infor-
mation System and trends of development, it is also appropriate to explore what will
be the difference for HRIS in the transition from ENTERPRISE 4.0 to ENTERPRISE
5.0. The enterprises of the future put in a new context the requirements to the
management of human resources, respectively to the information systems supporting
this process. The direction of development toward ENTERPRISE 5.0 can be drawn,
taking into account the changes occurring in the current top companies in the context
of ENTERPRISE 4.0. Some of the trends stand out in ENTERPRISE 4.0:

1.Integration of all business processes in the enterprise on the basis of a unified
information system. This is reflected in the fact that HRIS is part of a complete
ERP solution both at the level of concrete company and the overall integration on
the holding corporation level or related companies.

2.Virtualization of workplaces. Home office is one of the clearest evidences of this
trend.

3.Access to HRIS both via the company’s Intranet and via the Internet. This is an
important element and helps to submit, update, and use HRIS information at any
time and from any place, and the level of capabilities is determined by the level of
security provided. The level of HRIS information security will be commented as one
of the main difficulties and respectively one of the biggest challenges related to the
implementation of HRIS including concerning its future development.

4. Introduction of elements of artificial intelligence in the management of
individual processes related to the management of human resources and
performing in this regard analyzes and forecasts. The full range of existing AI
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capabilities is used: Expert System., Fuzzy Logic, Metaheuristic Methods,
Machine Learning. In ENTERPRISE 4.0, the introduced artificial intelligence has
the meaning of advising and alarming for potential future adverse effects. The
decision to respond to alarms and follow advice on the other hand remains for
the human and is the role of the person responsible for the business process or
part of it.

What will be the requirements for HRIS in ENTERPRISE 5.0? As a comparison
with the above, the development can be expected in the following areas:

1. Integration of the information system of the enterprise or holding with the
information systems of contractors, customers, national databases. In the field of
HRIS, this implies the integration of HRIS with the databases of human resource
providers, national insurance and insurance institutions, and the national tax
system of the country/countries to which employees are taxable.

2.The trend toward virtualization of workplaces will intensify, with a number of
professions being able to be performed virtually on the one hand, and others
disappearing and being replaced by those in which machines and equipment are
operated remotely.

3.Full access to HRIS information both on the company’s Intranet and on the
Internet on the basis of resolved information security issues.

4. Increased use of artificial intelligence (AI) in all HRIS-managed processes,
including the ability for artificial intelligence to make its own decisions.

5. The limit of the effective application of Artificial Intelligence in HR
Management

Essential for the development of HRIS is the limit of the effective application of
artificial intelligence. From this starting point of view, it could be considered that there
are three criteria that determine the limit of effective application of artificial intelligence:

1.The economic criterion. It is related to the optimization of costs related to the
business processes of human resource management. Using AI can significantly
change business processes, reducing many of the operations, while others will be
cheaper. In this regard, the following formula (1) can be proposed to calculate
the effectiveness of the use of AI in HR management. The formula takes into
account the general case when there are both operations that create and do not
create added value from the user’s point of view.

E ¼
PI

i¼1Cistart þ
PQ

q¼1Yqstart
PI

i¼1Cistart �
PМ

m¼1Cmfinal

h i
þ PQ

q¼1Yqstart �
PP

P¼1Ypfinal

h i (1)

where E—effectiveness of the use of cost for AI in HR management; Cistart—costs
for execution of operation, that is, creating added value without the use of an AI
solution, $; Cmfinal—costs for execution of operation m, creating added value with the
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use of an AI solution, $; Yqstart—costs for execution of non-value-added operation q
without the use of an AI solution, $; Ypfinal—costs for execution of non-value-added
operation p, with the use of an AI solution, $; I—number of operations creating added
value in business process j without the use of an AI solution, $; M—number of
operations creating added value in business process j with the use of an AI solution, $;
Q—number of non-value-added operations in business process j without the use of an
AI solution, $;P—number of non-value-added operations in business process j with
the use of an AI solution, $.

This indicator is intended to determine the complex benefit of reducing business
processes due to AI: reduction and consolidation of value-added processes and
non-value-added ones.

The values of this indicator can cover the following cases:

i. E<0—the proposed implementation of AI solutions is not economically
justified because the costs of implementing the business process with the
use of AI are higher;

ii. 0<E<N—the proposed implementation of an AI solution is not
economically justified because the benefits of AI do not met the desired
level of efficiency. The value of N is determined by the vision and
understanding of the management of the enterprise and shows what is
the desired increase in the efficiency of the business process;

iii. E>N—the proposed implementation of an AI solution is economically
justified because it corresponds to the desired degree of process
efficiency.

2.Technical limitations. The limit of possibilities based on both scientific
developments and industrial AI solutions is constantly growing. We are currently
at a stage where many areas of AI use, related to HRIS, are being developed with
great force, such as:

• AI for human profiling based on behavior analysis;

• AI for human recognition based on analysis of biometric data;

• AI for finding hidden trends in phenomena based on the analysis of large
datasets;

• AI for recognizing atypical behavior.

It should be noted that the development of AI is one of the ways to ensure
information security and not only on the basis of analysis and recognition of biometric
data. Similarly, a person’s behavior in an information system (e.g., word choice or
keystroke speed) can be a sure indication (after learning AI about specific human
behavior) of a person’s presence in the system. In parallel to this, recognizing an
employee’s atypical behavior can:

• be an indication of an ongoing process;
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• suggest a certain behavior (dissatisfaction; desire to change employer; over
ambition, etc.).

3.Moral and legal restrictions. The introduction of AI in every human activity
can be viewed through its legal and moral aspects. Only with the development of
the capabilities of AI, and the desire as well as acceptance to use, will the
discussion be productive and at this base—the legislation will be improved. As
the legislation on personal data protection is in the process of development, the
related legislation on the use of AI will be established by creating the technical
prerequisites for creating AI solutions at a much higher level than the current
ones.

Exploring these three limitations, it should be also taken into consideration that the
introduction of AI should not be in the form of a “new toy” for the company’s manage-
ment, which it can boast of. The implementation of AI must be legal and necessarily
economically justified based on the company’s priorities and strategic goals.

6. The main difficulties faced by human resource departments in
implementing HRIS

The following three main groups of risks can be identified during the implemen-
tation of HRIS:

1.Deterioration of business processes. During the implementation, the
implementers do not understand in full capacity the business processes of the
enterprise, which is why the new human resource management processes with
HRIS not only do not achieve the desired results, but also become slower, require
more man-days for implementation, and generate negative opinions from users
of the system. The basis of any business information system should be business
processes and the desire to make them faster, cheaper, and more user-friendly.
Sometimes, however, HRIS is bought as a “shiny new toy” that the company’s
management thinks has super power for automatically achieved business goals.
This is not the case at all! This predetermines the need to include many
intellectual resources, on one side to understand the existing business processes
but also on the other side—to optimize them (without losing their meaning and
specificity of the enterprise), and on the third to be realized according to the
capabilities of the specific HRIS solution. In this regard, every major and serious
company developing and offering such software has a methodology on the basis
of which it claims to ensure results (e.g., accelerated SAP). The percentage of
implementations for which the desired results have not been achieved or the
initially set budget has been exceeded or the initially set deadlines have not been
met shows the importance of this issue and clearly demonstrates that no
methodology without brain and heart involvement can guarantee results.

2.Lack of effective interaction between the top management of the enterprise,
the implementers from the internal team, and the external consultants. Each
implementation is the result of the efforts of the above-mentioned groups. In
order to achieve the desired effect, there must be full synergy between these
three sides, each of which has its own specific role, which cannot be
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compensated by the others. In addition to the strategic vision, senior
management must provide unconditional support in connection with the
ongoing reengineering actions (see next risk). The internal implementation team
must be most familiar with both the current business processes and the overall
direction of development of the enterprise, its specifics, traditions, and
experience. In this regard, the main task of the internal team is both to assist in
describing the processes and to monitor the extent to which the new processes
will meet the requirements set by senior management. The external consultants
(if they are good) have both knowledge of the capabilities of the specific HRIS
solution, but during their previous implementations, they have gained
experience reflecting in established good practices. It is very important to note
here that the experience is accumulated in a domain, a type of industry. For
example, the experience of human resource management processes in an oil
company and in the IT sector differs significantly. In this regard, external
consultants must not only indicate how best the technical solution will “dress or
suit” the business processes of human resource management, but also suggest
good practices that cannot propose the employees of the company, part from the
internal implementation team.

3.Resistance to change. Human psychology makes human distrustful of change,
especially when these changes lead to totally new working strategy, destroying
already build working habits and teams and/or requiring training and/or
requiring more effort based on stronger control by HRIS and/or simply leading to
insecurity for job position. This is the reason for the need to plan measures to
overcome resistance to change. A very important factor here is the clear and
consistent policy of the top management.

7. Conclusion

Human capital management poses various challenges in a modern context. At
present, it is impossible to effectively manage the processes related to the staff of the
companies without their digitalization. This is clearly confirmed by the researches of
many scientists. In this regard, they use a class/category of specialized human
resource information systems. In a modern context, these systems are part of the
company’s Enterprise Resource Planning.

At the same time, the correct digitalization of human resource management pro-
cesses is not possible without a proper understanding of the main functionalities of the
Human Resource Information System and trends for development. In this regard, the
chapter presents both basic functions and advanced functions, the implementation of
which we have to follow for in a modern context.

The change of the companies, of their business processes inevitably reflects in the
processes of human resource management, respectively in the digitalization of these
processes. In this regard, the characteristics and development of HRIS in the context
of ENTERPRISE 4.0 and ENTERPRISE 5.0 are indicated.

One of the main directions in the development of digitalization of processes is
related to the increasingly focused use of artificial intelligence in Human Resource
Information Systems. In this regard, three important groups of limitations have to be
carefully evaluated, before integration of AI in HRIS, namely: economic efficiency,
the development of science and practice, and moral and legal limitations. In order to
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determine the economic feasibility of the implementation of Human Resource Infor-
mation Systems with AI, an indicator has been proposed that determines the degree of
cost reduction for the new process compared with the original one.

At the same time, when digitizing the processes, it is necessary to take into account
various risks. The chapter identifies also three main groups of risks associated with
deterioration of business processes, lack of effective interaction and communication
between the top management of the enterprise, the implementers from the internal
team, and the external consultants and the risk of resistance to change.

The important contributions of this chapter are related to the identification of
main functionalities of Human Resource Information System and trends for develop-
ment (Enterprise 4.0 and Enterprise 5.0), as well as clearly described potential limi-
tations in the use of artificial intelligence in human resource management activities. In
this sense, the main findings and conclusions of the work will help both researchers
and scholars as well as practitioners in making important decisions related to the use
and implementation of HRIS. At the same time, this work helps to enrich and extend
the multifaceted discussion related to the use of artificial intelligence in human
resource management. From this perspective, the work can serve as a basis for future
researches in the field of development HRIS especially in the context of using AI.
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How to Measure the  
Happy-Productive Worker Thesis
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Abstract

Globalisation and intensifying competition force organisations to create 
distinctive competitive advantages, transforming classic management models and 
seeking effective responses to the mutability and dynamics of markets. People 
management plays a central role in achieving differentiating capacities, forcing 
more effective management of human resources. In an environment marked by 
high absenteeism and turnover, followed by the growing difficulty in retaining 
talent, organisations have been seeking to increase the satisfaction of internal 
customer needs (employees), working on issues such as well-being and happiness 
at work. The increasing concern with employee well-being and their association 
with job performance have been the basis for many research studies aimed at 
understanding the impact of the concept of happiness on employee behaviour and 
performance. This chapter seeks to summarise the main ways of operationalising 
the constructs inherent to the thesis of the happy-productive worker (happiness 
and performance). This chapter is structured as follows: introduction, exploration 
of the happy-productive worker thesis (concept and origin and main theoretical 
frameworks related to the idea), measuring the constructs (happiness and perfor-
mance), and conclusion.

Keywords: happiness, well-being, retaining talent, performance, operationalisation, 
happy-productive worker thesis

1. Introduction

Recently, organisations are facing one of the most significant difficulties regarding 
human resources. Today, talent retention is one of the most critical issues in human 
resources management. The lack of human resources that want to stay in organisa-
tions is strangling managers, who are beginning to realise that their strategy must 
involve innovative solutions and discarding classical management forms [1, 2]. The 
organisational management mind-set is now shifting from an external to an internal 
perspective, that is, to view their employees as their internal customers [2, 3].

This new vision of managers allows them to perceive their employees as vital 
resources for organisational development and success [4, 5]; this was only possible 
due substantial increase in their concern for the well-being of their employees. This 
growing concern with well-being only begins to spread more widely when managers 
realise how they can get a return on their investment in promoting the well-being 
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of their employees. Research following these trends has proven that employees with 
good levels of well-being are employees who have better performance levels. Happy 
workers provide superior quality services, adding value, promoting competitive-
ness and innovation, improving motivation and organisational learning, enhancing 
employees’ commitment to their organisations and improving their attitudes and 
behaviours [2, 3, 6–12]. In this line of thought, the thesis of the happy-productive 
worker (HPW) arises based on the belief that a happy worker is more productive.

This chapter aims to answer the following question: in what ways can the con-
structs of the HPW thesis be operationalised? Based on a systematic literature review, 
the methods of measuring happiness and performance high in the literature will be 
elevated, as well as seeking to identify the most common scales for one of the main 
concepts of the HPW thesis. Hopefully, this exercise will contribute to the systematic 
and analytical understanding of the components of the HPW thesis.

2. Happy-productive worker thesis

The current topic aims to clarify the concept and origin of the thesis and identify 
the principal theoretical frameworks that have been used in existing works that 
explore the HPW thesis in their research.

2.1 Concept and origin of the HPW thesis

The HPW thesis is founded on the belief that happy employees are more pro-
ductive; that is, the higher the level of happiness of an individual, the better their 
performance will be as opposed to what is expected of unhappy employees [13–24]. 
However, there are still doubts about the integrity of the relationship postulated by 
the thesis, and investigations fail to ascertain a positive relationship between hap-
piness and performance levels [5, 25]. The relationship between these constructs 
(happiness and performance) is favourable for reducing absenteeism and turnover 
levels and improving behaviour and results at both organisational and individual 
levels [3]. Given the above, managers should focus on finding the most efficient ways 
to promote happiness. Some antecedents are already mentioned in the literature, such 
as health status and employment situation [21].

The research on this theme faces a significant challenge that has not allowed a 
more remarkable evolution and exploration. This challenge is related to operationalis-
ing the constructs underlying the thesis (happiness and performance), being one of 
the main reasons pointed out for the lack of consensus in published studies that test 
the HPW hypothesis [26–28]. Possible ways of measuring happiness and performance 
will be explored in topic 3 of the present chapter.

This thesis is a more recent research topic than happiness or employee perfor-
mance studies. However, its origins are also a bit difficult to define. In this sense, 
some authors argue that the origin of the HPW thesis is associated with human 
relations theory, focused on the concern for the well-being of workers and developed 
in the 1930s [4, 5]. Other authors mention the Hawthorne studies as the antecedent 
of the constitution of this thesis [28, 29], mentioning that it is in the 1930s that the 
investigation of it takes its most significant point of exploration researchers [23, 30]. 
Current research also attributes to Positive Psychology some orientations evidenced in 
the HPW thesis. The first contributions appeared in the 1990s and added knowledge 
from the fields of Psychology and Philosophy [31, 32].
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The pursuit of happiness is a universal goal. Still, it was only in the new millennium 
that managers realised this is not only an individual project but can also be a collective 
one [33–36]. Only more recently has the literature emphasised the benefits of promoting 
employee happiness, attributing both individual and organisational benefits. However, 
defining happiness and performance is arduous because of its subjective nature. Positive 
Psychology helps construct the concept of happiness, associating that it can be obtained 
through the sum of positive experiences to the detriment of negative experiences [17].

Moreover, this area also states that individuals with more positive experiences tend 
to be people characterised by high levels of resilience, with a greater remarkability 
to face complex situations, and are more innovative and intuitive, optimistic, and 
proactive [18, 37]. All these are favourable characteristics for employees consider-
ing the current context of high uncertainty levels, unmeasured competition and the 
intense search for competitive advantage [6, 7, 38]. Thus, the relevance of exploring 
the theme and its current nature is highlighted.

In the following subtopic, we will explore the theoretical frameworks that have 
been most often used to justify the analysis models proposed by their studies, whose 
purpose is to validate the existence of a positive relationship between happiness and 
performance.

2.2 Theoretical frameworks associated with the HPW thesis

Empirical studies have tried to analyse the relationship postulated by the HPW 
thesis using analytical models. This modelling is supported by the HPW thesis and 
complemented by other theoretical frameworks that integrate new variables into 
the original model. Remember that the model of the HPW thesis only mentions the 
existence of a positive relationship between happiness and performance. However, 
researchers have used other arguments even to justify, at times, the constructs that 
will measure happiness and performance. In this sense, the leading five frameworks 
considered by these researchers are explored below, clarifying the concept of each one 
and justifying their association with the HPW thesis.

Thus, of the most recurrent frameworks, the following will be highlighted: social 
exchange theory, positive psychology, organisational citizenship behaviour, job 
demands resource model, and broaden and build theory.

Social exchange theory is commonly used in research related to psychology and 
organisational behaviour [39]. This theory holds that an individual’s production of 
a confident behaviour/attitude is developed according to the individual’s perception 
of the reward derived from that behaviour/attitude. Behaviour/attitudes are con-
ditioned by the expected reward and its impact on the individual’s life. This reward 
can be immediate or posterior, but its relevance is associated with the value that each 
individual attributes to it, thus determining their behaviours [32, 39]. This establishes 
a reciprocal relationship in which the employee offers something (behaviour) in to 
expect from the organisation [40]. Put another way, “it means that people expect 
to receive resources or actions of similar value to the ones they give, or, vice versa, 
people tend to respond with resources or actions of similar value to the ones they 
receive” [39]. Thus, social exchange theory is associated with the HPW thesis in 
that the primary goal of all organisations is to make a profit. This profit is obtained 
through customer satisfaction, which can be internal and external [11, 12]. For this 
purpose, internal customers (employees) are considered, and their well-being/hap-
piness is regarded as a necessary condition for obtaining better results (performance) 
that are beneficial both at individual and organisational levels.
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Positive Psychology is a ramification of Psychology that many researchers credit 
with creating the HPW thesis, as already mentioned in the previous topic. This field 
aims to understand how research into affective components can prevent the appear-
ance of psychological disorders and others arising from the above by improving quality 
of life [34]. Positive Psychology “is a field of psychological science that focuses on the 
study and observation of positively deviated behaviours, outcomes, and processes at 
the individual, collective, and societal levels of analysis” [41]. In this sense, Positive 
Psychology is associated with the HPW thesis. It advocates that happiness can be mea-
sured by the sum of positive experiences and the absence of negative experiences [42]. 
Some researchers have taken advantage of this area’s ideology to justify measuring the 
construct of happiness regarding the investigations of the HPW thesis [28, 29, 43]. The 
inclusion of Positive Psychology in the HPW thesis “positive emotions could encourage 
the acquisition of skills and the construction of social capital” [20].

Organisational citizenship behaviour is “defined as workplace behaviours that are 
discretionary and not explicitly prescribed, required, or rewarded by an organisa-
tion” [15]. These behaviours relate to the social and psychological environment where 
tasks are performed, thus providing more effective organisational functioning. Here 
one anticipates behaviours such as helping others and staying overtime to improve a 
task [15, 27]. Organisational citizenship behaviour has been used to justify reducing 
absenteeism, improving performance, and providing good relationships, thus sug-
gesting reciprocal exchanges where everyone is rewarded [44].

The job demands-resources (JD-R) model states that “well-being exists when there 
is a balance between the demands perceived by the worker and the existing physical, 
social and individual resources, generating less work stress, greater engagement and 
facilitating job performance” [30]. On the other hand, the JD-R model advocates that 
these resources improve individual behaviour. Still, it also points out that demand 
levels produce negative results, leading to psychological problems such as increased 
levels of burnout [26]. In addition, the higher the levels of demand in the workplace, 
the worse both the commitment and the performance of employees will be, leading to 
problems such as high turnover and absenteeism [33]. In contrast, work environments 
with lower demands generally have more satisfied and psychologically healthier 
employees [45]. Thus, this model suggests a relationship between the resources that 
lead to employee motivation, increasing their levels of involvement with their work 
and ultimately impacting performance. In a way, and considering what was previ-
ously mentioned, this framework also studies, in a more indirect way, the relationship 
between happiness (represented here by motivation) and performance, only adding 
engagement as a mediating variable between both [32, 39].

Finally, the broaden and build theory, suggested by Fredrickson, is presented. This 
theory argues that it is necessary to

broaden-and-build theory, several positive feeling states, traits, or emotions, including 
the experience of PWB, all share the capacity to “broaden” an individual’s momen-
tary thought-action repertoires through expanding the available array of potential 
thoughts and actions that come to mind [31].

The HPW theory has been used as a theoretical foundation for understanding the 
relationship between satisfaction (a possible operationalisation form of happiness), 
performance and their antagonistic patterns [14]. In this sense, this theory states that 
“positive evaluative sentiments associated with high levels of job-related satisfaction 
are further broadened and built upon when the employee is also psychologically well in 
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general” [31], so this theory relates to concepts such as positive emotions/affection(s), 
but also psychological well-being and even employee retention [31, 32, 39].

3. Ways of operationalising the HPW thesis

This topic will allow answer one of the objectives of this research. Thus, the fol-
lowing subtopics will list the various ways used in the literature to operationalise the 
subjacent constructs in the thesis (happiness and performance) individually.

The data provided in the following subtopics were obtained from documents 
found in the Web of Science (WoS) and Scopus databases, whose purpose of their 
investigation was to study the HPW thesis. In this sense, only 45 documents with 
these characteristics were found, and it is from these that we based the arguments 
illustrated below.

3.1 Happiness at work

Happiness is a universal desire, and society in general lives to find the formula 
that allows constant happiness. Since the search for permanent happiness has become 
a utopia, then the new goal of society is to find the procedure that allows its exten-
sion in time [33–35]. The difficulty begins with the definition of a concept that is so 
changeable and intensifies even more when we try to define ways to measure it [42]. 
However, there is already an acceptance of the concept of happiness, which considers 
it a state (affective or emotional) related to affections or positive experiences [31, 46].

Before proceeding to the possible ways of measuring this very complex construct 
that is happiness, it is necessary first to try to define this concept. Thus, and similarly 
to what has already been mentioned, no consensus in the literature allows us to 
reference a single definition. It is known that happiness is not something that happens 
naturally but something for which we all must search and build a way to obtain [37]. 
In this sense, some authors consider happiness as a set of experiences whose evalu-
ation is subjective [25, 29, 33, 35]. Positive Psychology simplified this definition by 
referring that happiness is obtained by the sum of positive experiences in detriment 
of the absence of negative experiences. However, both concepts are dependent on the 
subjectivity of everyone’s evaluation, as the perceptions of each one of us are dif-
ferent and, therefore, the holistic assessment we make of our life in the face of these 
feelings/emotions/experiences lacks this subjectivity, complicating, even more, the 
definition of this concept. However, the question of the purpose of studying hap-
piness remains. The answer is simple, happiness research has been crucial recently 
because of its multiple advantages at the individual employee level, but it has also 
played a vital role in determining competitive advantages for organisations. Thus, 
research that has been conducted seeks to identify the antecedents and continue to 
list the consequences of promoting happiness in the workplace. Workplace happiness 
is a “state is perceived by the individual (perceptions), and its presence is influenced 
by some factors (antecedents). This positive state also impacts individual behaviour 
in the workplace (consequences)” [42], that is, it serves as a form of motivation to 
leverage performance.

One cannot talk about happiness without mentioning the classical perspectives 
on which happiness can be measured, namely the eudaimonic and hedonic perspec-
tives [15, 20, 24, 30, 36, 39, 42, 47]. The hedonic perspective is associated with the 
pursuit of pleasure and escape from emotions that cause suffering in the individual. 
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The eudaimonic perspective relates to the individual perceiving his existence/work as 
meaningful [20, 36, 42].

The most common ways of operationalising the construct of happiness mentioned 
in HPW’s thesis have been: affections [5, 25, 28, 29, 36], well-being [20, 29, 33, 35, 
48, 49], subjective or psychological well-being [4, 20, 22, 30, 35, 37, 48, 49], happiness 
[16, 37, 45, 50] and satisfaction, both with life and at a professional level [4, 5, 20, 21, 25, 
28, 29, 33, 35, 36, 45, 50, 51]. However, there are also others such as motivations [50, 52], 
organisational commitment [50], and engagement [36, 50]. In this sense, Table 1 was 
prepared to list the main concepts behind the measurement of the concept of happiness, 
identifying the main scales for this purpose and listing some of the works that have  
used them.

Before moving on to the concept of performance, it is necessary to define the 
concepts of well-being, subjective/psychological well-being, and satisfaction. In this 
sense, well-being is understood as an individual state whose evaluation depends on 
the holistic view of everyone [16]. On the other hand, subjective or psychological 
well-being can be perceived “as the cognitive and affective evaluations that the indi-
viduals make of their lives, i.e., how individuals think and feel about their own lives 
and work” [4]. Some authors say this form of well-being is more interconnected with 
the hedonic perspective [35], which is also related to affections. Subjective well-being 
is associated with the hedonic perspective, that is, the pursuit of pleasure. Subjective 
or psychological well-being is a global evaluation of the psychological effectiveness of 
everyone [35]. Some authors mention that their evaluation is done in stages. People 
are happier when they trust their abilities, and people in a good mood have a greater 
tendency to have positive experiences; this self-assessment must consider life holisti-
cally and timelessly to measure psychological well-being [28, 30, 35]. Finally, satisfac-
tion can be viewed as “the pleasurable emotional state resulting from the appraisal of 
one’s job as achieving or facilitating the achievement of one’s job values” [1]. Again, 
this concept is also subjective, but it is associated with positive emotions [36, 51]. In 
short, they are the behaviours practised by everyone at work that impacts personal 
life and the organisation [26].

Most frequent constructs Most common scales Papers that have 
used these scales

Affects PANAS – Scale of positive and negative affects [5, 28, 29]

SPANE – Scale of positive and negative 
experiences

[4, 17, 53]

Well-being Affective well-being with work by Sevastos 
(1996) and Watson and Clark (1992)

[29, 47]

Subjective/psychological well-being Index of psychological well-being [30, 35, 47]

Happiness Oxford Happiness Questionnaire [16, 37]

Happiness at work Work-related affective well-being scale [45, 49]

Life satisfaction Life satisfaction scale [4, 5, 20, 21]

Intrinsic job satisfaction The intrinsic satisfaction questionnaire a 
developed by Cook and Mal (1981)

[29, 45]

Job satisfaction Job satisfaction scale [5, 28, 35]

Table 1. 
Main concepts used to measure happiness.
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3.2 Performance

The performance construct and its association with the HPW thesis still have some 
divergences in its operationalisation. The attention of different studies has been more 
focused on the measurement of happiness [27]. This is usually measured through 
constructs such as productivity (which can be considered actual values or considering 
individuals’ perceptions), service quality, or performance [1, 32, 54]. These forms 
may also consider data to obtain levels of performance/productivity at the individual 
or collective level. Thus, Table 2 was prepared to list the main concepts that are 
behind the measurement of the performance concept, identifying the major scales for 
this purpose and listing some of the works that used them.

Performance is considered the complete set of “actions that are relevant to the 
achievement of organisational goals” [5]; in other words, they are all actions that, 
through employee behaviours, allow the achievement of pre-established objectives 
by the organisation, thus contributing to its growth and development [15, 30]. In 
this sense, measuring performance will depend on the purpose of the investigation 
itself since this construct can combine several perspectives and levels. In terms of 
scope, performance can evaluate a broader level, that is, organisational, or it can be 
more restricted and focus only on what represents results or quality [1]. Some authors 
advocate that performance measurement should group data related to “financial per-
formance, operational performance, customer satisfaction, and service quality” [1]. 
When the focus of the performance is to ascertain quality, it should gather data that 
allows measuring “product, processes and service quality, employee service quality, 
employee satisfaction, customer satisfaction and supplier performance” [1].

Most frequent constructs Most common scales Papers that 
have used 
these scales

Job/contextual performance Several different scales were used. Some 
were developed for the study itself.

[4, 20, 24, 26, 
33, 35, 45]

Productivity/ Results Scales were developed according to the 
research objectives.

[5, 18, 49]

Performance In the role, extra-role e 
creative performance.

In role: scale by Williams and Anderson 
(1991); extra-role: scale by Mackenzie et 
al. (2011) and creative performance: scale 
by Oldhamings and Cummings (1996).

[27]

Performance evaluated 
by superiors.

It was developed for the study.

Global performance Adapted from Goodman and Svyantek’s 
(1999).

[15]

Work facilitation, 
emphasis on objectives, 
and team building

The scale used is not identified. [28]

Job performance 
components

Efficacy Open answer questions. [52]

Autonomy The scale of Breaugh (1999). [50]

Involvement Adaptation of Kanungo’s (1982) scale. [16]

Table 2. 
Main concepts used to measure performance.
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4. Conclusion

Globalisation, work flexibility, increased competition, and the need to obtain 
competitive advantage currently turn the organisational world into a context of pure 
uncertainty [6, 7]. All these constraints are already more than enough concerns for 
managers. Still, in addition to these, there are elevated levels of absenteeism and 
turnover associated with the difficulty in retaining talent [13, 38, 45]. Employees 
only consider staying in their organisations when they feel committed and loyal to 
their organisation and to achieving results [20]. However, it is known that today’s 
employees have different perspectives than in the past. They do not intend to stay for 
a lifetime in organisations, so it is necessary to invest strongly in strategies that lead 
them to stay due to the changing nature of jobs [40]. In this scenario, the concern with 
employees’ well-being arises and develops until it reaches the HPW thesis.

The HPW thesis, in a very general way, postulates the existence of a positive rela-
tionship between happiness and performance; that is, the thesis is supported by the 
belief that happy workers tend to be more productive or perform better than unhappy 
workers [13–24]. Thus, from the thesis analysis, it can be assumed that if organisa-
tions/managers focus on increasing happiness, they will be able to differentiate 
themselves from the competition, having a greater probability of gaining a competi-
tive advantage over their competitors. The most significant difficulty in the evolution 
of research on this topic is the complexity and ambiguity of the constructs that can be 
considered to operationalise the concepts of happiness and performance.

Answering the starting question that led to the development of this research, we 
conclude that the constructs of performance and happiness postulated by the HPW 
thesis can be measured in multiple ways. As for happiness, we highlight well-being 
(generalised or psychological), satisfaction, and affect. As for performance, pro-
ductivity (effective or perceived), performance (task/contextual or perceived), and 
service quality are highlighted.

The research set out in this chapter contributes to advancing research on the topic 
of people management as it has theoretical and practical implications. At a theoretical 
level, the study presents the distinction between the concepts underlying the HPW 
thesis (happiness and performance), assesses the main measurement forms for each 
construct and lists some lines of future research on the topic under analysis. On a 
practical level, the study allows to ascertain a new formula for obtaining competi-
tive advantages for organisations, distinguishing them from their competitors and 
increasing performance. The focus on improving employees’ happiness impacts their 
performance during the development of their functions. This increase in performance 
allows organisations to gain competitive advantages over their competitors, and 
even, in the case of services with direct contact with customers, it will enable them to 
enhance the experience and satisfaction in the provision of services.

The main limitation of the study presented in this chapter is that a limited set of 
works was considered in further operationalising the happiness and performance 
constructs underlying HPW’s thesis. Future studies should seek to broaden the spec-
trum of consideration of papers to obtain more significant evidence and to support 
further the information provided in this chapter. Researchers interested in exploring 
this topic should focus on mixed studies, develop models that allow for multiple levels 
of analysis, and verify whether there are differences in the results obtained when 
considering demographic variables that serve as control variables in the same model. 
It is also urgent the development of further studies that investigate antecedents and 
consequences of the model suggested by HPW’s thesis, as well as mediator variables 
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Chapter 15

Emotions and Their Impact on
Employee Happiness and
Satisfaction in Organizational
Performance
Manuel Sousa Pereira, António Cardoso,
Sílvia Maria Pereira Silva Faria
and Álvaro Miguel da Costa Cairrão

Abstract

The objective of this study is to contextualize and understand the different
emotions felt by employees, as well as their involvement and performance in the
context of small and medium-sized Portuguese companies. An online questionnaire
was developed, with a total of 227 participants; 210 were validated and 17 were
excluded due to missing answers. Results show that as anger, anxiety and discourage-
ment increase, happiness decreases; and, if there is an increase or an improvement in
relationships, involvement and happiness increase, so do performance and satisfaction
at work.

Keywords: emotions, job involvement, happiness, job satisfaction, job performance,
turnover

1. Introduction

The main challenge of this study is to analyze the factors that can contribute to the
constant search for a balance between the individual well-being of workers and their
perceptions of their workplace. In other words, it seeks to verify which emotion
impacts, positively or negatively, on satisfaction in the work environment.

The objective of the study is to contextualize and try to understand emotions —
anxiety, discouragement, anger, happiness, interpersonal relationships —and their
impact on the employee’s involvement with their work, their satisfaction in the work
environment, turnover intention, and level of performance.

The variables included, in this study, aim to understand the relationship between
the following dimensions: anger and anxiety; anger and happiness; anxiety and hap-
piness; anxiety and satisfaction; discouragement and anxiety; discouragement and
happiness; happiness and job performance; happiness and satisfaction; happiness and
turnover; interpersonal relationships and anxiety; interpersonal relationship and
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satisfaction; satisfaction and job performance and satisfaction and turnover. They also
aim to understand their impact, positive or negative, on the individual’s performance
at work.

We started by doing a brief literature review to better understand the state of the
art and including the most relevant concepts and studies developed on the topic.
Then, we developed an online questionnaire, with closed questions supported by a
Likert scale, as a result of the bibliographic research carried out. The questionnaire
was applied to a convenience sample, having been shared on the research team’s social
networks, for faster implementation. We then present the results analysis, main
conclusions, limitations, and recommendations for future research.

2. Literature review, methodology and data analysis

2.1 Literature review

The analysis of employees’ emotional states and their importance in satisfaction
with their job is the central theme of this study. About this, previous studies [1] refer
that those feelings are known as individual and subjective emotions that can trigger
various events or behavioral reactions. Therefore, feelings can be interpreted as dis-
tinct emotions that are commonly felt. In a business context, it is useful to understand
its impact on individuals’ balance and satisfaction. The authors describe feelings from
a psychological and sociological perspective, in the area of organizational research. It
is crucial for companies to manage their workers’ emotions and emotional intelli-
gence, meaning to understand the degree to which a person can manage their differ-
ent emotions and correctly direct their own thoughts and actions [2]. Feelings can be
interpreted as distinct emotions that are commonly felt, such as anger or pleasure,
which are assumed to match specific facial expressions and corporal signals (body
language).

According to previous research [3], it is important to pay attention to relationships
between people; this interpersonal component applies to the personal relationships
between the various employees. For this personal component to exist, it is necessary to
have mutual knowledge, and the deeper this is, the greater the probability of the
parties getting closer, dialoguing with each other spontaneously. The author believes
that this leads to seeing themselves as partners or even friends, with common interests
and goals. Therefore, the author states that the greater the interaction between people,
the better the mutual understanding and acceptance. This, in turn, leads to the crea-
tion of strong, lasting, and high-quality relationships between employees that trans-
late into something positive for organizations [3]: commitment, (better) performance,
motivation, (contribution) for innovation, error detection, widespread adoption of
environmentally friendly practices, a taste for teamwork, mutual help, better organi-
zational communication (internal and external), lower rate of abstention and conflict,
and greater resilience to negative events that could come to translate into feelings of
discouragement.

In a work context, there are some factors that can hinder the efficient management
of emotions: specific circumstances, activities that need to be carried out, lack of time,
and/or short deadlines. These are all aspects that can generate stress in the work
environment [4]. This, in turn, impacts the health and well-being of any employee
[5, 6].When individuals perceive a high amount of work and are not able to control the
associated stress, there is an adverse impact on their health [7]. Other authors [8, 9]
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refer to “basic emotions”, such as fear, anger and joy, and consider that it seems to
impact, not only the desire to remain in the organization but also the level of perfor-
mance (actual vs. expected and desired).

That’s why interpersonal relationships must be promoted among employees,
regardless of the type of company and the sector in which it operates [3]. Any
organization wanting to contribute to sustainable development must monitor the
quality of interpersonal relationships at work to minimize the propensity of
employees to engage in counterproductive work behaviors. In this sense, the organi-
zational environment must provide conditions for assertive communication and, also,
promote favorable conditions for a good working environment.

About involvement at work, employees can have positive or negative feelings and
that can affect aspects such as satisfaction, performance, and happiness at work. This
range of feelings was verified in the study by [1]. A wide range of affective responses
is correlated with employment and may involve general positive (pleasure, happiness)
or negative (displeasure, frustration) and other feelings, including anger, frustration,
joy, and excitement.

This study focuses on analyzing feelings of happiness, anxiety, anger, and dis-
couragement. Thus, it is essential to find strategies that facilitate and contribute to the
promotion of positive emotions and minimize negative ones. In a complementary
way, the objective of sustainable human resource management is to get long-term
goals and results, focusing on care for employees and the environment, employee
participation and development, external partnership, flexibility, compliance with
legal regulations, employee cooperation, equity and equality, all without affecting
profitability [10].

Job satisfaction, another important issue to bear in mind, is a constant challenge for
companies [11–13]. It is a concept that has been recognized and long studied as an
important factor, which impacts an individual’s organizational commitment, perfor-
mance, and intention to stay. Some authors report that learning more about their
workers will help organizations establish training and development, as well as identify
ways to promote a sustained interest of employees to continue carrying out their
professional activity and superintendent position [13]. Given that, job satisfaction was
identified as the main antecedent to turnover intention, the variables mentioned (job
satisfaction and turnover intention) were chosen as a starting point for this study. Thus,
we verified that it is necessary to increase positive emotions, satisfaction, involvement
to decrease dissatisfaction, turnover, and the emergence of negative emotions.

With regard to turnover intention, it seems to decrease when employees feel inte-
grated, understood, and relevant to the company [11], therefore, feeling satisfied at
their job. It is also vital that top managers who have determined that they have quality
hierarchical managers (mid-level managers and section heads) are interested in under-
standing what specific situations, factors, and circumstances cause discontent at work.
As already mentioned, company managers have an important role in coordinating and
keeping a collaborative and efficient organizational environment among all employees.

Work performance depends on the ability to manage emotions on the part of the
various hierarchical managers, as well as on the acceptance and involvement of
employees. In previous studies, competence, self-determination, and impact posi-
tively influence the work performance of employees [10]. Job satisfaction seems to
lead to good job performance and to partially mediate the relationship between com-
petence and job performance [10]; job performance and job flexibility appear to have
a strong positive correlation and flexible working arrangements improve employee
retention happiness and job satisfaction, increasing productivity [11, 13].
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2.2 Methodology

In order to analyze how workers’ emotional feelings, job involvement, and inter-
personal relationships influence happiness and job satisfaction, and their impact on
job performance and turnover intention, a quantitative study with a descriptive
design was developed [14, 15].

Thus, based on the previous literature review [1–4, 10, 11, 16], the following
hypotheses were defined:

H1. There is a significant relationship between anger and anxiety.
H2. There is a significant relationship between anger and happiness.
H3. There is a significant relationship between anxiety and happiness.
H4. There is a significant relationship between anxiety and satisfaction.
H5. There is a significant relationship between dejection and anxiety.
H6. There exists a significant relationship between dejection and happiness.
H7. There is a significant relationship between happiness and job performance.
H8. There is a significant relationship between happiness and satisfaction.
H9. There is a significant relationship between happiness and turnover.
H10. There is a significant relationship between interpersonal relationship and

anxiety.
H11. There is a significant relationship between interpersonal relationship and

satisfaction.
H12. There is a significant relationship between job involvement and anxiety.
H13. There is a significant relationship between job involvement and satisfaction.
H14. There is a significant relationship between satisfaction and job performance.
H15. There is a significant relationship between satisfaction and turnover.
In order to validate the hypotheses and the research model under study, a ques-

tionnaire was developed for data collection and, later, data statistical analysis.
The theoretical model is composed of the structural model that incorporates nine

constructs (latent variables: feeling of anxiety; feeling of dejection, feeling of anger;
job involvement; interpersonal relationship; happiness of work; job satisfaction, job
performance; and turnover intention) that represent the elements of the model
developed and the measurement module formed by 57 items intended to measure the
constructs (observable variables), as shown in Table 1. We used a Likert-type scale
from 1 (strongly disagree) to 5 (strongly agree). Questionnaire can be consulted in the
appendix.

To assess the emotional management and happiness of employees in organiza-
tions, we adopted the WORAF scale - work-related affective feeling [16], which
includes three dimensions (feeling of anxiety, feeling of discouragement, and feeling
of anger).

To assess the other constructs, we took into account the scales used in similar surveys:
happiness at work [1]; work involvement [4]; interpersonal relationship [3]; happiness
[1]; job satisfaction [1, 10]; work performance [10]; and turnover intention [11].

To analyze the research model created, the structural equation model (SEM) was
used, a multivariate technique that combines aspects of multiple regression and factor
analysis to estimate a series of interrelated dependence relationships simultaneously
[17]. SEM requires the definition of two models: the measurement model and the
structural model, which represent two sets of linear equations [18]. After using the
SmartPLS® 3.0 Software, the measurement model was obtained, allowing to check of
the observable variables (VO), with the respective connections and constructs, as
shown in Figure 1.
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Despite the non-probabilistic convenience sample obtained [14], the G*Power
software was used [17] to calculate the sample size; with an f2 of 0.15, a minimum
sample of 189 respondents was estimated.

Latent Variable Number
of Items

Authors Scale

Feeling of anxiety 8 Jaworek, Marek &
Karwowski (2020)

1 (strongly disagree) to 5 (strongly agree)

Feeling of dejection 5 Jaworek, Marek &
Karwowski (2020)

1 (strongly disagree) to 5 (strongly agree)

Feeling angry 4 Jaworek, Marek &
Karwowski (2020)

1 (strongly disagree) to 5 (strongly agree)

Interpersonal
relationship

3 Szostek D. (2019) 1 (strongly disagree) to 5 (strongly agree)

Job Involvement 7 Pelfrene et al. (2003) 1 (strongly disagree) to 5 (strongly agree)

Job Satisfaction 11 Çakit et al., 2020 1 (strongly disagree) to 5 (strongly agree)

Davidescu et al. (2020)

Happiness 7 Çakit et al., 2020 1 (strongly disagree) to 5 (strongly agree)

Turnover intention 8 O’Connor J. (2018) 1 (strongly disagree) to 5 (strongly agree)

Job performance 3 Davidescu et al. (2020) 1 (strongly disagree) to 5 (strongly agree)

Table 1.
Conceptual model–variables.

Figure 1.
Path model.
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227 questionnaires were collected and 210 were validated (92.5%), allowing the
analysis using the SmartPLS® 3.0. 56.2% of respondents were female, against 43.8%
of male participants. The sample was distributed between 21 and 73 years of age, so six
age groups were created, as shown in Table 2. It should be noted that 42.9% of
respondents were aged between 41 and 50 years (90 individuals) and that only 6.2%
(13 individuals) were over 61 years of age. With regard to educational qualifications,
most of the sample reveals that they have graduated in higher education, with 11.6%
having a PhD degree and 30.2% having a Master’s degree. Most respondents reveal
that they have been in their current job for a short time; thus, 30% of respondents
(60) have been in the same company for one, two, or three years (range from1 to 3);
19% (40) reported being in the same company and in the same service in the time
horizon between 4 and 9 years. Only 23.3% of the participants indicate being in the
same company for more than 10 years.

2.3 Data analysis

For descriptive statistics (demographic information, frequencies, mean and stan-
dard deviation analysis) in SPSS, version 25 (statistical package for social sciences)
were performed; other statistical analyses were conducted in SmartPLS 3.0 (partial
least squares) software. Confirmatory factor analysis, reliability and convergent
validity, discriminant validity, path coefficients, hypothesis testing, and PLS-SEM
were used to investigate the relationships among model factors.

n %

Gender Male 92 43.8

Female 118 56.2

Age groups 20–30 years 25 11.9

31–40 years 40 19

41–50 years 90 42.9

51–60 years 42 20

61–70 years 10 4.8

+ 71 years 3 1.4

Qualifications Secondary 21 10.0

Bachelor 77 36.7

Master 62 29.5

Doctorate 50 23.8

Work experience 0 to 3 years 63 30.0

4 to 9 years 40 19.0

10 to14 years 21 10.0

15 to 19 years 28 13.3

+ 20 years 58 27.6

Table 2.
Sample characterization.
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Table 3 presents the aggregated data of the nine dimensions, using descriptive
statistics: absolute and relative frequencies, mean and standard deviation. In sum-
mary, the total mean values allow us to conclude that most respondents totally dis-
agree (56.7%) and disagree (22.9%) with the statements presented, indicating a low
feeling of anxiety (M = 1.78; SD = 1.102). The same happens with the “feeling of
discouragement”; it was possible to verify that the majority of the respondents
(55.3%) disagreed with the set of statements presented (M = 1.9; SD:1.192). The
“feeling of anger” has an identical behavior, with the majority of respondents totally
disagreeing (49.1%) or disagreeing (23.3%) with the statements presented (M = 1.98;
SD = 1.183). In turn, the dimension “interpersonal relationship” shows high percent-
ages of agreement (34.6%) and total agreement (36.7%) with the statements
presented (M = 3.89; SD = 1.097). The same happens with the dimension “involve-
ment at work”, with the majority (66.3%) of the respondents agreeing and fully
agreeing with the set of statements presented (M = 3.82; SD = 1.035). Respondents
seem to be satisfied with their work, as they agree (29.1%) and totally agree (21.9%)
with the statements presented(M = 3.34; SD = 1.1141). Likewise, the dimension
“feeling of happiness” has high levels of agreement (69.1%), which means that
respondents are satisfied with their work (M = 3.81; SD = 1.071). The perception of
“work performance” is high, with 81.1% agreeing and fully agreeing with the set of
statements presented (M = 4.22; SD = 0.692). The study reveals low turnover inten-
tion (M = 2.21; SD = 1.371), with 63.2% totally disagreeing with the statements
presented.

(Total mean) Strongly disagree
1

Disagree
2

Undecided
3

Agree
4

Strongly agree
5

M SD

F (%) F (%) F (%) F (%) F (%)

Feeling of anxiety 119
(56.7)

48
(22.9)

19
(9)

18
(8.6)

6
(2.9)

1.78 1102

Feeling of dejection 116
(55.3)

42
(20)

23
(11)

15
(7.1)

14
(6.6)

1.9 1192

Feeling of anger 103
(49.1)

49
(23.3)

28
(13.3)

18
(8.6)

12
(5.7)

1.98 1183

Interpersonal relationship 11
(5.1)

19
(8.9)

31
(147)

73
(34.6)

77
(36.7)

3.89 1097

Job involvement 7
(3.3)

18
(8.3)

46
(22.1)

75
(35.7)

64
(30.6)

3.82 1035

Job satisfaction 25
(11.9)

32
(15.2)

46
(21.9)

61
(29.1)

46
(21.9)

3.34 1141

Happiness 9
(4.3)

18
(8.5)

38
(18.1)

82
(39.1)

63
(30)

3.81 1071

Job performance -
-

3
(1.4)

24
(11.5)

104
(43.8)

79
(37.3)

4.22 0,692

Turnover intention 97
(46.1)

36
(17.1)

34
(16.3)

23
(10.8)

20
(9.7)

2.21 1371

Table 3.
Descriptive statistics per dimension.
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2.3.1 Reliability and convergent validity of the scale

To assess internal consistency, Cronbach’s Alpha (Alpha) was used; to assess the
measurement model, a confirmatory factor analysis (CFA) was performed. The ques-
tionnaire reveals good internal consistency (Alpha = 0.919), based on the 56 items that
make up the scale. All the values of the nine dimensions are greater than 0.887
(Table 4), which reveals a good internal consistency.

The first aspect to be observed in the measurement models is the Convergent
Validities, obtained from the observations of average variances extracted (AVEs). We
followed Fornell and Larcker criterion [18]: AVEs values must be greater than 0.50
(AVE > 0.50) [19].

The convergent validity tests of the constructs with values above 0.5—1st
Order LV—attest to the convergent validity of the scale. On the other hand, it
can be observed that the factor loadings of VO in the original constructs (VL)
are always higher than in the others; this confers discriminant validity to the
model [20].

The structural model was found to satisfy all relevant reliability and validity
requirements, as follows: Cronbach’s alfa >0.8; rho_A > 0.8; composite reliability
(CR) > 0,9; and average variance extracted (AVE) > 0.5 (Table 4).

With regard to cross-loads, it is intended to verify whether each item has a greater
ratio/weight to the construct to which it is related than to the others [21]. Table 5
proves that the criterion was also met.

After verifying the conditions mentioned above, it can be concluded that the
model meets the criteria of convergent and discriminant validity, guaranteeing the
consistency of its construction and statistical inference. Following the analysis of the
structural model and considering that our study is related to correlations and linear
regressions, we evaluated whether these relationships are significant (p ≤ 0.05),
because for cases of correlation, the null hypothesis (Ho) is established as r = 0 and for
regression cases, it is established with Ho: Γ = 0 (path coefficient = 0). If p > 0.05 the
Ho is accepted, the inclusion of VL or VO in SEM should be reconsidered.

Table 6 presents the data related to the procedure, described above, with 500
resamplings, pertinent to the values of Student’s t test, p values.

Only five values are below 0.7, which is not a cause for concern, considering the
reliability studies presented above. The results presented for the modules —structural
and measurement—point to the adherence of reliability, consistency, and explanation
of the constructs, therefore validating the conceptual model proposed on the factorial
aspects based on the 9 (nine) constructs and on the 56 variables. It is possible to verify
the significance of each item for the variables, through the external weights, which
analyze the significance of each item for the formative variable [18]: all scores are
significant (p = 0.000).

Likewise, it is possible to verify the significance between the variables, through the
external weights (Table 7), which analyze the significance of each item for the
formative variable [18], in which all scores are significant (p = 0.000).

2.3.2 Structural model assessment

After validating the measurement model, we needed to calculate the structural
model criteria. Considering that this study was carried out using correlations and
linear regressions, it was evaluated whether these relationships were significant
(p ≤ 0.05). For correlation cases, the null hypothesis (Ho) is established as r = 0 and
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Fator Loadings STDEV T Statistics P Values

V1 < - Anxiety 0.832 0.025 33.395 0.000

V10 < - Dejection 0.912 0.013 69.140 0.000

V11 < - Dejection 0.931 0.012 76.822 0.000

V12 < - Dejection 0.771 0.034 22.928 0.000

V13 < - Dejection 0.908 0.015 61.879 0.000

V14 < - Anger 0.927 0.012 75.572 0.000

V15 < - Anger 0.928 0.013 71.262 0.000

V16 < - Anger 0.898 0.018 49.744 0.000

V17 < - Anger 0.882 0.016 55.513 0.000

V18 < - Satisfaction 0.540 0.057 9.562 0.000

V19 < - Satisfaction 0.779 0.034 22.624 0.000

V2 < - Anxiety 0.869 0.020 42.690 0.000

V20 < - Satisfaction 0.678 0.036 18.763 0.000

V21 < - Satisfaction 0.770 0.029 26.926 0.000

V22 < - Satisfaction 0.590 0.052 11.345 0.000

V23 < - Satisfaction 0.766 0.029 26.207 0.000

V24 < - Satisfaction 0.756 0.031 24.078 0.000

V25 < - Satisfaction 0.784 0.029 26.880 0.000

V26 < - Satisfaction 0.676 0.039 17.208 0.000

V27 < - Satisfaction 0.789 0.028 28.272 0.000

V28 < - Satisfaction 0.812 0.023 35.949 0.000

V29 < - Involvement 0.888 0.015 60.488 0.000

V3 < - Anxiety 0.910 0.012 74.540 0.000

V30 < - Involvement 0.927 0.009 102.176 0.000

V31 < - Involvement 0.896 0.012 72.486 0.000

V32 < - Involvement 0.803 0.035 22.616 0.000

V33 < - Involvement 0.838 0.024 35.435 0.000

V34 < - Involvement 0.723 0.050 14.452 0.000

V35 < - Involvement 0.841 0.027 31.193 0.000

V36 < - Happiness 0.900 0.016 55.206 0.000

V37 < - Happiness 0.947 0.007 135.768 0.000

V38 < - Happiness 0.919 0.011 82.277 0.000

V39 < - Happiness 0.922 0.014 64.922 0.000

V4 < - Anxiety 0.811 0.033 24.428 0.000

V40 < - Happiness 0.842 0.021 40.438 0.000

V41 < - Happiness 0.767 0.034 22.750 0.000

V42 < - Happiness 0.818 0.029 27.849 0.000

V43 < - Performance 0.693 0.044 15.872 0.000
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Fator Loadings STDEV T Statistics P Values

V44 < - Performance 0.773 0.043 17.812 0.000

V45 < - Performance 0.763 0.037 20.715 0.000

V46 < - Performance 0.714 0.054 13.159 0.000

V47 < - Performance 0.683 0.061 11.139 0.000

V48 < - Performance 0.709 0.056 12.671 0.000

V49 < - Performance 0.732 0.044 16.492 0.000

V5 < - Anxiety 0.820 0.027 30.566 0.000

V50 < - Performance 0.815 0.030 27.485 0.000

V51 < - Interpersonal Relationship 0.931 0.010 90.662 0.000

V52 < - Interpersonal Relationship 0.935 0.010 90.155 0.000

V53 < - Interpersonal Relationship 0.818 0.035 23.551 0.000

V54 < - Turnover 0.946 0.011 86.034 0.000

V55 < - Turnover 0.922 0.018 51.292 0.000

V56 < - Turnover 0.955 0.008 120.735 0.000

V6 < - Anxiety 0.823 0.025 33.066 0.000

V7 < - Anxiety 0.684 0.051 13.312 0.000

V8 < - Anxiety 0.880 0.018 47.669 0.000

V9 < - Dejection 0.879 0.020 43.563 0.000

Note: Values >0,7; p = 0,000.

Table 6.
Outer loadings.

Mean (M) STDEV T Statistics P Values

Anxiety - > Anger 0.828 0.027 30.491 0.000

Dejection - > Anger 0.827 0.029 28.817 0.000

Dejection - > Anxiety 0.792 0.031 25.665 0.000

Happiness - > Anger �0.701 0.040 17.499 0.000

Happiness - > Anxiety �0.643 0.043 14.968 0.000

Happiness - > Dejection �0.744 0.036 20.924 0.000

Interpersonal Relationship - > Anger �0.580 0.050 11.611 0.000

Interpersonal Relationship - > Anxiety �0.573 0.051 11.178 0.000

Interpersonal Relationship - > Dejection �0.544 0.055 9.835 0.000

Interpersonal Relationship - > Happiness 0.721 0.037 19.569 0.000

Involvement - > Anger �0.643 0.045 14.244 0.000

Involvement - > Anxiety �0.605 0.045 13.468 0.000

Involvement - > Dejection �0.693 0.039 17.648 0.000

Involvement - > Happiness 0.902 0.015 58.316 0.000

Involvement - > Interpersonal Relationship 0.633 0.041 15.499 0.000
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for regression cases, it is established as Ho: Γ = 0 (path coefficient = 0). If p > 0.05 and
Ho is accepted, the inclusion of VL or VO in SEM should be reconsidered.

To verify the statistically significant hypotheses, significance tests were
carried out in the Smart PLS 3.0 software, obtaining the results through bootstrap,
with 500 subsamples. As stated by Henseler et al. [21], in the evaluation of the
structural model, three aspects must be analyzed: (1) the trajectory coefficients,
(2) the determination coefficients (R and R2), and (3) the relevance of the f2
coefficients.

After analyzing the trajectory coefficients at the level of significance and relevance
of the coefficients, it was found that not all the hypotheses initially proposed were
confirmed. As can be seen in Figure 2 and Table 8, hypotheses H3, H4, H10, H12, and
H14 were not supported by the data collected. The hypotheses H1, H2, H5, H6, H7,
H8, H9, H11, H13, and H15 proved to be statistically significant (p < 0.05), so they
were confirmed.

The results of the evaluation of Pearson’s coefficients of determination (R2), as
shown in Table 9, point to a high degree of adjustment and adherence regarding the
explanation of the variable “anxiety” (R2 = 0.729), “satisfaction” (R2 = 0.757), “turn-
over” (R2 = 0.589), “happiness” (R2 = 0.78) and “performance” (R2 = 0.196), the

Mean (M) STDEV T Statistics P Values

Performance - > Anger �0.163 0.074 2.064 0.039

Performance - > Anxiety �0.278 0.071 3.857 0.000

Performance - > Dejection �0.223 0.075 2.874 0.004

Performance - > Happiness 0.451 0.063 7.005 0.000

Performance - > Interpersonal Relationship 0.413 0.057 7.109 0.000

Performance - > Involvement 0.482 0.061 7.731 0.000

Satisfaction - > Anger �0.658 0.044 14.938 0.000

Satisfaction - > Anxiety �0.589 0.045 13.090 0.000

Satisfaction - > Dejection �0.685 0.042 16.455 0.000

Satisfaction - > Happiness 0.836 0.031 26.676 0.000

Satisfaction - > Interpersonal Relationship 0.760 0.030 25.566 0.000

Satisfaction - > Involvement 0.792 0.034 22.994 0.000

Satisfaction - > Performance 0.364 0.065 5.464 0.000

Turnover - > Anger 0.651 0.048 13.597 0.000

Turnover - > Anxiety 0.559 0.057 9.813 0.000

Turnover - > Dejection 0.698 0.047 14.989 0.000

Turnover - > Happiness �0.735 0.032 22.723 0.000

Turnover - > Interpersonal Relationship �0.582 0.050 11.694 0.000

Turnover - > Involvement �0.674 0.039 17.438 0.000

Turnover - > Performance �0.267 0.067 3.872 0.000

Turnover - > Satisfaction �0.736 0.037 20.014 0.000

Table 7.
External weights.
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Figure 2.
Structural model with standardized path coefficients.

Hypothesis Sample
Mean (M)

STDEV T Statistics P Values Confirmation of the
hypothesis

H1 Anger - > Anxiety 0.506 0.102 4.937 0.000 Confirmed

H2 Anger - > Hap �0.258 0.111 2.323 0.021 Confirmed

H3 Anxiety - > Hap �0.023 0.094 0.240 0.810 no

H4 Anxiety - > Satisf �0.017 0.039 0.434 0.664 no

H5 Dej - > Anxiety 0.328 0.108 2.997 0.003 Confirmed

H6 Dej - > Hap �0.514 0.097 5.285 0.000 Confirmed

H7 Hap - > Perfor 0.479 0.117 4.084 0.000 Confirmed

H8 Hap - > Satisf 0.372 0.088 4.239 0.000 Confirmed

H9 Hap - > Turnover �0.404 0.101 3.990 0.000 Confirmed

H10 Int. Relat. - > Anxiety �0.113 0.065 1.738 0.083 no

H11 Int. Relat. - > Satisf 0.332 0.043 7.721 0.000 Confirmed

H12 Involv - > Anxiety 0.016 0.068 0.227 0.820 no

H13 Involv - > Satisf 0.234 0.086 2.730 0.007 Confirmed

H14 Satisf - > Perfor �0.044 0.122 0.361 0.718 no

H15 Satisf - > Turnover �0.398 0.101 3.940 0.000 Confirmed

Table 8.
Significance results and hypothesis testing.
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latter considered a weak effect according to the criteria of Cohen (1988) and Chin
(1988), not allowing it to be explained by the model [20–22].

Changes in discouragement, anger at work, work involvement, and interpersonal
relationships affect anxiety, with R2 = 0.729. That is, anxiety is affected by discour-
agement, anger at work, involvement at work, and interpersonal relationships, with a
contribution of 72.9%. Likewise, discouragement, anxiety, and anger at work play a
crucial role in happiness, with R2 = 0.578. Happiness, anxiety, involvement, and
interpersonal relationships affect anxiety, with R2 = 0.757. Happiness and satisfaction
affect turnover intention and, finally, happiness and satisfaction affect job perfor-
mance (Table 9 and Figure 2).

The study carried out and based on the patterns illustrated in Figure 2, allows us to
conclude that: (1) as anger at work increases, happiness at work decreases; (2) as
anxiety at work increases, happiness at work decreases; (3) as discouragement at work
increases, so does anxiety at work; (4) as anger at work increases, so does anxiety at
work; (5) as involvement at work increases, so does anxiety at work; (6) as involve-
ment at work increases, so does satisfaction at work; (7) as interpersonal relationships
increases, so does satisfaction at work; (8) as interpersonal relationship increases,
anxiety at work decreases; (9) as anxiety increases, satisfaction at work decreases;
(10) as happiness increases, so does job satisfaction; (11) as happiness increases, so
does job performance; (12) as happiness increases, turnover intentions decreases; (13)
as satisfaction increases, turnover intentions decreases (14) as satisfaction increases,
job performance decreases.

3. Discussion and conclusions

This research is in line with previous studies [1] stating that general positive
feelings (pleasure, happiness) in the work context seem to impact turnover rates; in
fact, also in this study, we saw that (1) happiness and satisfaction affect the turnover
intention and (2), happiness and satisfaction affect job performance. Negative feelings
(e.g., displeasure) and other feelings, including anger and frustration, cause anxiety,
according to the participants’ answers in this study.

Job satisfaction, being an important issue to consider, is a constant challenge for
companies, as mentioned in some studies [11–13]. It is a concept that has been recog-
nized and studied for a long period of time as an important factor that impacts
organizational commitment, performance, and the employee’s intention to stay in
organizations. In a specific way, we noticed that, as anger and discouragement
increase, anxiety at work also increases. On the other side, promoting involvement

R Square R Square Adjusted

Feel of Anxiety 0.729 0.723

Happiness 0.578 0.575

Job Performance 0.196 0.190

Job Satisfaction 0.757 0.752

Turnover intention 0.589 0.585

Table 9.
Determination coefficient.
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and good interpersonal relationships seems to contribute to an increase in job satis-
faction. Our study highlights that, (1) as interpersonal relationships increase, work-
place anxiety decreases; (2) if anxiety increases, job satisfaction decreases; (3) if
happiness, satisfaction, and performance increase, turnover intentions decrease.
Although not expected, this study reveals that as satisfaction increases, performance
decreases. This may allow us to say that any organization needs to bear in mind the
constant development of Human Resources practices and methods that allow engag-
ing workers; interesting training actions, teamwork, new forms of reward, and career
development may keep employees aware of the need for constant commitment and
personal development, thus avoiding any decrease on job performance.

To summarize, this study allowed us to verify that negative emotions, such as
anger and discouragement, contribute to the increase in anxiety. Also, aspects such as
involvement and interpersonal relationships seem to contribute to better perfor-
mance, satisfaction, and happiness. However, increasing satisfaction seems to lead to a
decrease in performance.

The research findings have managerial implications by showing us that motivation
needs to be constantly rethought in order to contribute to committed and challenged
employees, aware of the need to maintain and improve their level of performance.

The main limitations of this research are related to having a convenience sample
and data obtained through an online questionnaire; these aspects do not allow for
extrapolating results to the Portuguese population and, also, to all national companies.
For future research, we suggest the use of a statistically representative sample, as well
as combining the study with insights from the owners and managers of some compa-
nies, representing the main Portuguese economic sectors —qualitative study, such as
Delphi, personal interviews and/or observation (case study)—and focusing, also, on
employees’ engagement.
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Chapter 16

Towards Managing Humanely
Laurent Taskin

Abstract

Traditional Human Resource Management (HRM) is today fundamentally being 
called into question. Its tools and policies have contributed to a certain professionali-
sation in the management of persons, by means of managerial techniques, which are 
today challenged in terms of their results: high levels of resignations, dissatisfaction, 
lack of commitment, burnout, etc. Workers no longer want to be treated as ‘resources’, 
and HRM must not only be at the service of the economic and/or financial perfor-
mance of firms. Whilst criticisms are numerous and deserve to be qualified, alterna-
tive offerings are more rare. In French-speaking countries, ‘Humane Management’ 
has truly developed and confers other cornerstones, end purposes and methods to the 
management of persons within organisations, whilst being more focused on human 
beings, real work and recognition for it. This chapter presents this proposal and the 
conditions for Managing Humanely and opens up the path to a more sustainable, 
ethical and qualitative management of people and organizations.

Keywords: recognition, humanism at work, real work, human dignity, rehumanisation

1. Introduction

Traditional Human Resource Management (HRM) has received a great deal of 
criticism in the world of work and businesses. In 2007, Sharon Bolton and Maeve 
Houlihan summarised these criticisms of instrumental and brutal management in 
their work entitled ‘Searching for the Human in Human Resource Management’ [1]. 
HRM has also been subjected to a certain amount of ‘bashing’ in the arts and  
literature – as we can see, for example, in films such as ‘Human Resources’ by Laurent 
Cantet (1999) or Stéphane Brizé’s trilogy (‘The Measure of a Man’, ‘At war’ and 
‘Another world’, released in 2022) or the book entitled ‘DRH, la machine à broyer’ 
(‘HRM, the grinding machine’) by Didier Bille (2018). Human Resources’ profes-
sionals are themselves also ill at ease with the name of their position, and they do not 
hesitate to set other names: Human Relations Director, Chief Happiness Officer, Head 
of People Management, etc.

This constant underlying factor is well known and widely shared: traditional HRM 
considers both public and private sector workers as a resource whose performance 
must be improved whilst reducing costs. In this approach, the main aim of the HRM 
is above all efficiency – the result of improved resource planning, between rational 
investment and cost control. Such a vision, instrumental and oriented towards the 
sole pursuit of efficiency and profitability, reduces human beings in the workplace to 
resources to be exploited, objects to be seized, shaped and used [2]. However, neither 
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work nor workers can be reduced to just a few figures in a column [3]. Companies can-
not function without the daily giving on the part of workers [4, 5]. Managers are not 
accountants, and the purpose of HRM can no longer be only efficiency, the measure-
ment of which suppresses real work [6]. Whilst this criticism has been voiced many 
times, within various disciplines, few alternatives have yet to emerge.

What is worse, teaching of HRM in business schools, universities and executive 
programmes reproduces this perspective that is less and less in tune with contempo-
rary society – in which both young people and the less young mobilise to show respect 
for human dignity, preservation of the common good and recognition of all forms 
of diversity. In this way, a phenomenological analysis of the six most widely distrib-
uted manuals in the United States and the United Kingdom showed that humans are 
considered an economic variable, a resource that needs to be exploited as efficiently as 
possible to produce maximum economic value [7].

In other words, there is a need for other models to manage people and work, 
in tune with radical humanism [8], and that bring with them an anthropology 
of workers other than that of the homo economicus [9]. An alternative that values 
recognition at work, expertise and professions, in short, real work – rather than 
promoting the happiness or well-being of individuals in a psychological perspective 
[10], and even a company without management, in a perspective where happiness 
and autonomy are no longer ends, but instead a means of being more productive 
[11]. Humane Management is an offering that responds to this urgent need for the 
real. This is in line with an ethical perspective, promoting ‘representative’ and 
responsible management methods, which work towards respect for human dignity – 
which in itself automatically aligns Humane Management with the United Nations 
sustainable development goals. Whilst fundamentally being an affirmation of an 
alternative anthropology – in which humans are considered as reflective beings and 
not resources – it is also a matter of promoting the many different end purposes of 
management. Humane Management is presented as a vector for the rehumanisation 
of work and thereby is believed to contribute to the professionalization of humane 
company management by establishing and setting out its practices, both ethically 
and qualitatively.

This chapter presents this new path by briefly summarising a certain number 
of criticisms levelled against traditional human resource management and to 
which Humane Management seeks to provide a response. This proposal is then 
detailed and explained further, and I introduce the concrete implications that 
such an approach might have for the practical implementation of humane work 
management.

2. The limitations of traditional HRM

Traditional HRM is the approach that aligns itself with an exclusive perspective 
of contributing to the economic and financial performance of the company, that is, it 
helps to achieve the company’s objectives – efficaciously and efficiently – by planning, 
organising, directing and checking the use of organisational resources. This perspec-
tive translates into ‘management by measures’, in which so-called professionalised 
HRM is an approach made up of ‘objective’ indicators and measures. What are the 
results achieved by this?
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2.1 Professionalization by measure

First and foremost, management by measures focused the attention of managers 
on what can easily be measured: quantifiable results. This obsession with measures – 
qualified as ‘scientism’ by Nobel Prize for Economics winner in 1974 Friedrich  
Hayek – evades the question of quality of work – a criticism formulated by another 
Nobel Prize for Economics winner in 1998, Amartya Sen – but also evades the issue 
of the work itself [12]. This governance by numbers, described by Alain Supiot [3], is 
being rejected on many fronts, with critics shedding light on its counter-productive 
and even negative effects on value creation and global well-being. In this way, 
economist Pierre-Yves Gomez [6] – in his essay entitled ‘invisible work’, retraces the 
‘financialisation’ movement in management that led managers to overlook workers and 
work, preferring to them indicators that supposedly reflected the result of the activity. 
Sociologist Danièle Linhart [13] showed how individualised HRM dispersed labour 
collectives, thereby outlining a ‘century of the isolated’ in the words of Noreena Hertz 
[14], and in which solitude reigns, supported by an individualised management of pro-
fessional needs, results and career paths. The research conducted into living conditions 
at work, well-being and quality of life in the workplace by various institutes in Europe 
allows a link to be established between this traditional HRM and the feeling of malaise 
experienced at work. In this way, 14.6% of Dutch workers have experienced feeling 
burned out, 96% of Portuguese workers risk experiencing depersonalisation [15]; 51% 
of French workers do not feel they receive sufficient recognition at work [16] and 64% 
of British employees feel that their colleagues and managers lack faith in them [17].

These observations are not only those of intellectuals, surveys and essayists. For 
several decades now, entrepreneurs have been taking the decision to manage human 
work differently in their organisations: by attempting self-management or democratic 
or participative forms of corporate governance. Whether we consider the ‘liberated 
company’ of Brian Carney and Isaac Getz [10], the ‘teal organization’ of Frédéric 
Laloux [18] or the holacracy of Brian J. Robertson [19], all these managerial innova-
tions represent a break with the HRM of measures and the autocratic administra-
tion of resources. The cult of individual performance also seems to have gone out 
of fashion and today human resources are trying out systems of development and 
reward broadly based on work and collective results, as illustrated by the programme 
‘At our best’ implemented at Ion Beam Application (IBA), the global leader in the 
proton therapy sector.

2.2 A contextualisation that is historically and culturally marked

HRM is anchored in a specific context that of the second half of the twentieth 
century. The theories and models mobilised in HRM – even today – are taken from the 
decades 1950–2000. These models were produced at a given moment in our history as 
a response to the social and organisational questions posed in that era, within specific 
terms. In the bureaucratic and (neo-)Taylorist organisation of the 1950s–2000s, in 
which work was divided horizontally (specialisation) and vertically (hierarchy), was 
the central question that of employee motivation? There has been a whole succession 
of universal laws and theories on organisational behaviour since then to respond to 
this question: fundamental needs, self-determination, etc. When it comes to work 
organisation, HRM adopts equally universal principles of resource management: 
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plan, execute, check, readjust. In the 1980s, skills reference systems were created. 
The formula was the same, but it was applied to skills (again, an object that already 
distances the human being): plan the need for skills, measure skills, observe any 
deviations and remedy them through recruitment, firing or training. The profession-
alisation of HRM takes place via the transposition – in the area of people management 
and work organisation – of administration techniques focused on optimum allocation 
of resources; firstly in full-time equivalent and in working hours, and then in terms 
of skills. Amazon is a contemporary witness of this traditional HRM: the administra-
tor technique optimises the preparation and delivery of orders and employees are 
operators on their overboards, to-ing and fro-ing as the wind blows and as dictated 
by instructions from a ‘smart’ wristband. The optimisation technique affords little 
consideration to human beings and their needs… even psychological: the ‘peegate’ 
scandal revealed that Amazon operators did not have time to urinate and so filled 
up bottles in their vans [20]. The context of the decades of the 2010s and 2020s is 
different: demographically, economically and socially. Digitalisation, robotisation, 
acceleration, erosion of solidarity, individualisation and solitude characterise our era 
and the issues that must be faced by companies and their management [13, 14, 21]. 
Whilst ‘motivation’ is an issue that is addressed in bureaucracies and the Taylorist 
organisations of the twentieth century, contemporary issues are different and touch 
more upon questions of meaning and recognition at work [22].

2.3 Resources, not humans

What is rather surprising is that HRM does not define ‘what’ the human resources 
at the heart of its activities actually ‘are’. The majority of definitions proposed present 
HRM as an activity and a set of theories allowing the organisation of work and the 
orientation of behaviours (such as through training or assessment) to ensure that the 
human resources are as productive as possible in terms of the quantity and quality of 
work [23]. Humans are resources to be mobilised as efficiently as possible so that they 
contribute to the company’s economic performance. Sometimes, the analogy is intended 
as more financial than economic when it considers humans as ‘capital’ in which to invest 
[24]. In 2018, the results of a phenomenological analysis of the underlying notion of the 
human being in the nine best-selling HRM manuals (six Anglo-Saxon and three French) 
were published [7]. They revealed that these nine manuals widely used in HRM teach-
ing only promoted one single vision of humans: ‘that of an economic variable, a resource 
that needs to be exploited as efficiently as possible to generate maximum economic 
value’. Now, however, whilst considering humans as a ‘resource’ helped to legitimise 
the field of HRM by establishing a link (theoretically at least) between HRM policies 
and company performance in the years 1980–1990, today it is this way of considering 
humans that dehumanises work and erodes the legitimacy of HRM.

Finally, it is therefore the reduction of the human being to the state of a resource 
that has been rejected. In a society of loneliness and isolation [14], in companies 
where employees work from home and lose themselves in anonymous open spaces, 
there re-emerges a need to belong to a community and be recognised as a human 
being. As evidence of this, I cite the numerous projects led by HR departments in 
the months which followed the end of the Covid-19 pandemic to ‘reconnect’ their 
employees to one another and above all to the company. Some believe that we are fac-
ing a profound crisis in the meaning of work, when we observe the mass resignation 
phenomena in North America [25], whilst noting more marked and frequent career 
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breaks [26]. One thing is certain, traditional HRM is no longer impressing workers 
who are seeking meaning and companies that are seeking sustainable performance.

2.4 Humane management: core principles

The Humane Management offering feeds on the criticisms of traditional HRM. It 
was formulated in universities and founded on a theoretical level before becoming 
popular with practitioners of HRM who adopted it (sometimes clumsily, substitut-
ing ‘Humane Management’ for ‘HRM’ but advocating the same practices). This 
sudden popularity came as a considerable shock. When I took the time, with Anne 
Dietrich, professor at the University of Lille (France), to publish a textbook bringing 
together the work that I had been doing for years to found Humane Management 
[27], our modest ambition had been to write a manual supporting the teachings 
of HRM in our universities. Very quickly, human resource managers – in France, 
Belgium, Switzerland and Quebec – snapped up this manual. As did a large number 
of organisation and management consultants. Today, Humane Management is taught 
in several French-speaking universities and is practised and recommended daily in an 
increasing number of companies. The key to this rapid adoption of the offering lies in 
the solid theoretical pillars the textbook provides, thereby making it possible to ‘apply 
words and indisputable arguments to the convictions we already had’, to paraphrase 
many HR managers who took the time to read the manual and give me their feedback.

As this involves a critical analysis of traditional human resource management, 
the process undertakes a systematic presentation of the traditional and mainstream 
approaches in HRM, to then demonstrate its limitations (in methodological, epis-
temological, theoretical and practical terms), before suggesting alternatives that 
support a renewed approach to HRM – that is Humane Management. It is therefore 
an approach that is intended to be complementary to those that already exist and have 
been institutionalised within the field of HRM and organisational behaviour (see 
Table 1). Humane Management feeds and shares some of the firm beliefs that are 
aligned with a humanist and sustainable perspective of the economy and society. It is 

HRM Humane management

Organising 
principle

To contribute to the economic 
performance of the company

To (re)humanise work

End goals To create (economic) value To produce meaning and recognition at 
work

Principle of 
coherence – source 
of legitimacy

To justify the ROI of HR practices and 
policies implemented

To ensure that HR practices and policies 
are fair, show respect for individuals and 
make sense

Objects Individuals, groups, performance 
(indicators), management practices and 
policies

Work and professions (professional 
expertise), workers

Key stakeholders Strategic HR department, HR 
department, HRBP, people managers

Empathetic manager, HR manager who is 
a strategist (political actor)

Adapted from [22].

Table 1. 
HRM and humane management: complementarities and differences.
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then a matter of considering that (i) the end goals of company management are mul-
tiple. The end goal of management is as much about recognition for and the meaning 
of work as about short-term financial performance, (ii) the purpose of Humane 
Management is the real, concrete and living work that workers do and from which 
they draw a part of their recognition and the meaning of their work, (iii) workers and 
other stakeholders in the process shape the management of persons and work organ-
isation, which means that they are not passive resources but instead reflective beings, 
who learn from their experiences and take conscious decisions. To conclude, Humane 
Management contributes to the rehumanisation of work, organisations and manage-
ment by means of a professionalisation in the quality of management of persons and 
work organisation. After all, managing men and women is a responsibility that calls 
for specific expertise and (more) humanist management models.

Based on the detailed study of the transformations of work, organisation and 
management that are in progress and the combination of varied disciplines (manage-
ment, economics, philosophy, psychology and sociology), the proposal for a Humane 
Management has been robustly formulated, both in theory and in practice. This 
alternative is founded on a few major principles that are a response to the limitations 
of traditional HRM [22].

a. A special notion of the human, that of reflexivity, i.e. the capacity and desire we 
have to understand and act according to our rules for common life, in the com-
pany (rather than a notion whereby human beings – reduced to the condition of 
resources – must put up with and respond to the methods and processes deployed 
by others). Being reflexive means being able to make judgements on your own work 
and that of others and to define – along with others – the standards governing good 
work. In concrete terms, it is about leaving experts to define the quality criteria that 
will be used to assess their work. This anthropological presupposition on which 
Humane Management is based is borrowed to the philosophy of Axel Honneth, 
who believes that what makes humanity is our ability to give recognition to others 
and in the expectation of recognition that we have [28]. As recognition involves 
judgement, it incarnates the identity dimension of the work and the profession. 
Considering people at work as reflective beings means it is imperative to organise 
spaces for discussion on work, to share the decisions that affect the work [29].

b. The consideration of real work as performed and experienced by all workers 
(executives, workers, trade union representatives, shareholders, holders of public 
office etc.) as the central focus of Humane Management. Here it is important to 
consider that experience of work is at once objective (measurable: results, skills, 
time, spaces), collective (collaboration, identification with the collective, articu-
lation of private and professional life) and subjective (meaning and nonsense, 
recognition and denial of recognition, emancipation and resistance, giving and 
the absence of reciprocation). In concrete terms, Humane Management practices 
make an effort to cover all three dimensions of experience of work. Traditional 
HRM tends to overinvest in objective work. From the Humane Management 
perspective, it is a question of taking all dimensions of work into consideration.

c. A first end goal is recognition at work and not exclusively contribution to an 
economic or financial performance. First of all, it is a matter of recognising the 
multiple end purposes for the company and its management – a long-established 
fact thanks to the vast wealth of works carried out in corporate sustainability 
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management. This is then followed by a question of prioritising and promoting 
recognition to top priority via application of Humane Management policies. 
Again, this has resulted from the philosophy of German philosopher Axel 
Honneth (see above).

Drawing on these core principles and assumptions, Humane Management can 
be defined as a group of human and social activities (practical and discussion) and 
theories aimed at including both men and women in an organisation project. Human 
beings are considered as reflective beings, that is, beings who contribute to defin-
ing the standards for collective action according to which their actions and those of 
a work community will be assessed. This perspective translates a collective search 
for confidence in these standards, in others and in the self. The purpose of Humane 
Management is work, and its end goal is recognition.

This special consideration afforded to human beings (as opposed to the notion of 
people as resources), to work and to recognition justifies a Humane Management that 
designates both people who are managed (human beings) and also the way in which they 
must be managed: in alignment with human dignity. In so doing, Humane Management 
gives concrete form to a criticism of HRM, renewing and completing some of the tradi-
tional HRM founding principles and characteristics (see Table 1). Firstly, because it is a 
matter of denaturalising the dominant end purpose of the management of people in the 
company. Secondly because Humane Management questions and adds to a professional 
ethics in a norm-based context. By also considering the approach to managing – beyond 
mere processes and tools – Humane Management takes on an awareness of the effect that 
it can have on the lives of men and women, both at work and beyond. The responsibility 
of people who carry it out is therefore great and demands an ethics and excellence which 
this critical questioning has the merit of marking out in ethical terms.

3. Discussion

Humane Management is not the only ‘alternative’ proposal to HRM. Other per-
spectives have developed in recent years, including the sustainable human resource 
management, alongside other broader perspectives such as humanistic management, 
for example. So, what makes the specificity of this proposal and why does it seem to 
be mobilised more by HR professionals – where other alternatives seem to be confined 
to academic spheres?

The so-called sustainable HRM brings together a varied number of contributions 
that aimed all, in one way or another, at integrating the sustainable development 
goals into the management of human resources and at raising HRM awareness and 
then measuring HR-related activities in terms of economic, social and environmental 
impact [30]. Perceived as a ‘green’ version of traditional HRM, Kramar [31] identi-
fies six constitutive elements of sustainable HRM: (1) identifying tensions between 
different organisational outcomes, (2) building the workforce in terms of capabilities 
and performance, (3) admitting to the negative and positive impacts that some HRM 
activities might hold, (4) dedicating attention to developing and adopting HRM 
activities, (5) having a straightforward statement containing ethics and values about 
Sustainable HRM and (6) developing metrics destined to promote effective change in 
society, mainly at the organisational, ecological and economic levels.

This perspective places sustainable HRM at a strategic but operational level. 
One could argue that HRM’s instrumentation and foundations do not change, while 
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reporting activities expand. This is what emerges from the study by Cooke and 
her colleagues [32]. Proposing to extend the perspective of sustainable HRM, they 
promote sustainable management that is human-centred and thus constitutes a 
sustainable competitive advantage. In order to ‘centre’ management on people, the 
authors propose investing in human capital through training, particularly in terms of 
soft skills and a strong focus on well-being at work.

Most of these works actually extend the perspective of the resource. Investing in 
‘capital’ means planning resources while being attentive to the return on investment. 
Resources must be administered by innovating in terms of content (well-being, 
soft skills and environmental and social performance indicators) without changing 
perspective (see e.g. [33]). The potential for renewal of HRM remains low [34].

From an even more societal perspective, Dominic Melé is the pioneer, with oth-
ers, of an ethical perspective of management, including human resources, which is 
more oriented towards the common good [35]. Economists, sociologists, managers, 
ethicists contribute to a rich research perspective which conceives in particular the 
employment relationship as a dynamic of gift [36–38]. Where the company and its 
management work for the common good. If we are very far here from instrumental 
perspectives (such as the psychological contract or human capital), this perspective 
also seems to live in the academic sphere more than in the business world and suf-
fers, this time, from a lack of anchoring in concrete practices. How can HR directors 
appropriate this vision and convince their board to transform organisations and their 
management, beyond aspects of communication?

Humane Management shares the anthropological foundations of humanistic 
approaches to management and the sincerity of a renewal project. It also gives itself 
the means through a pragmatic perspective, rooted in management research and its 
practice, without sinking into the simple rebranding of old practices. And without 
giving in to the ‘overhumanisation’ depicted by Linhart [13] by placing the sole 
responsibility for the transformation of organisations and their management on the 
shoulders of leaders.

3.1 Managing humanely in practice

Making a commitment to the path of Humane Management requires diagnostics 
work – which is quite coherent with the principle of contextualisation that character-
ises this approach. Three main questions can be asked:

• How are human beings onsidered in my organisation? As regards the way of 
managing people, are human beings considered as reflective beings? Do they 
play a part in defining the ‘rules of the game’? Are they involved in defining 
standards for action, for example work assessment criteria and what constitutes 
‘good’ work?

• Do the HRM policies contribute to providing recognition? If not, or not suf-
ficiently, how can they be redefined (content, systems, stakeholders involved, 
criteria used, etc.) so that they integrate more of this end goal?

• Do the HRM policies and practices cover all dimensions of work (objective, col-
lective, subjective)? If some dimensions are absent or over-emphasised, how can 
this imbalance be rectified and how can we ensure that each policy and the set of 
practices cover all dimensions of work?
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Once the diagnostics have been performed, we need to identify the dimensions on 
which action is needed. Promoting Humane Management therefore means develop-
ing a positive vision of the company and work, by replacing work and the worker 
at the heart of the company and its value creation. It is about having the courage to 
make empathy a management principle and reflectiveness (on its practices, the policy 
of your company) a daily practice. An attitude that is expected by workers from 
whom more is demanded now than ever before, in terms of skills, commitment and 
adaptability.

Lastly, Humane Management translates into a certain number of principles for 
action on an organisational and collective action level as well as the level of the 
individual and the commitment of each to man management or company manage-
ment practices (human resources, accounting, finance, strategy, production and 
marketing). With a goal of improving the work of each individual, promoting general 
well-being within a collective and preserving health at work, these principles require 
certain attitudes and aptitudes:

• strong ethics, bringing the manager to follow the rules and conventions in force, 
so as to be exemplary and integral, but also a demonstrable conviction in care for 
others as human beings. This attitude, which involves an approach and a choice, 
inspires trust but also calls for other steps of vigilance;

• a comprehensive attitude of being prepared to vigilantly listen to and observe 
men and women at work, so as to favour an in-depth knowledge of real work, its 
complexity and its difficulties;

• critical distancing, that is, the practice of reflectiveness towards management 
systems and instructions from higher management to allow them to be better 
adapted to the contingencies of real work and to meet the targets set.

Finally, and despite the fact that Humane Management is developed at the 
organisational and management level (for organising human work), it encourages a 
particular style of managing: with goodness (in French, ‘bienveillance’ what is better 
translated in the management literature by empathy). Goodness, or empathy, does 
not typify human nature as generosity or altruism; rather it is an attitude, a conscious 
choice made. It therefore is the product of the ordinary reflexivity of ‘leaders’ and 
translates a project for the emancipation of certain (dehumanising) working condi-
tions, of a certain form of corporate governance (disembodied) and a certain method 
of company management (financialised). Goodness is a demanding attitude, it is a 
choice that requires a certain amount of courage, the courage to make moral choices 
about what seems beneficial for the common good or good as regards the upholding 
of human dignity.

4. Conclusion

While criticisms of HRM are on the rise, Humane Management constitutes an 
avenue that both HR researchers and professionals seem to adopt where it has been 
developed, i.e. in French-speaking countries such as France, Belgium, Canada or 
Switzerland. Humane Management consists of a way of conceiving and operating the 
management of persons and work in organisations. It provides a certain number of 
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markers that allow these practices to generate recognition, because they are anchored 
in and promote real work. But this is also a story of men and women who are taking 
up a courageous, positive and emancipating attitude – which through their daily 
actions and the end goal with which they mobilise existing management practices 
will give meaning to the work of their peers as well as to their own, and will produce 
recognition that in turn generates trust, commitment and respect.

© 2022 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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