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Inclusive growth:

Å OECD: Inclusive growth is economic growth that creates 
opportunity for all segments of the population and distributes the 
dividends of increased prosperity, both in monetary and non-
monetary terms, fairly across society.

Å SG: We aim to achieve economic growth in Scotland that is 
inclusive. This means growth that combines increased prosperity 
with greater equality, creates opportunities for all, and distributes 
the benefits of increased prosperity fairly.

ÅñParticipation without benefit sharing will make growth unjust and 
sharing benefits without participation will make it a welfare 
outcome.ò(Ranieriand Ramos, 2013)
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Workplace-relevant policy levers of IG

Inclusive growth Policy reach into the workplace

Participating Policy to support/encourage/incentivise(or dis-incentivise) people into work
Policy to support human capital formation and development ςeducation, skills and training
Policy to maintain people in work (welfare transfers/tax credits)
Public health measures 

Creating value Employment/H&S regulation
Publicbusiness supportservices
Publicskills supportservices

Benefitting Minimum wagelegislation
Living Wage campaigns
Policy to tackle gender pay inequality and other equalities issues
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Aspirational agenda in Scotland

Å Earlier concern (than elsewhere in the UK) about supply-push 
models of performance/productivity improvement

Å Better recognition of inter-connected nature of economic, 
business, individual and societal challenges around work

Å Ambitious agenda ïfor inclusive growth and fair work

ÅConnected emerging agendas

ÅóGood workô ïTaylor Review

ÅFair Work Commission in Wales
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Researching FITwork

ÅWhat is the evidence that can drive change?

Å Importance of human capital to firm/national performance

ÅNational data/patterns

ÅBest practice?  (e.g.HPWS, Lean, Employee Engagement)

ÅLooking inside the óblack boxô of the workplace
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Looking into the óblack boxô of the workplace

The classic claim that ópeople are our greatest assetô and the main source of 
competitive advantage is an implicit statement about the relationship between 
human capital and value-creation (Findlay et al, 2017)

A model of HR ïshareholder value relationships (reproduced from Becker et al 1997).
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ÅFair: supports voice, opportunity, security, fulfilment, respect

ÅInnovative: supports innovation and change and 

performance 

ÅTransformative: supports performance, productivity, health 

and well being

The FITwork project
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Employment factors: Recruitment and 

selection; pay and benefits; progression 

and career development

Job factors: deployment; job design; work 

organisation; performance management

Workplace factors: governance and 

decision making; communication and voice

Design of HRM system

ÅOrganisational structure

ÅDecision making and voice

ÅJob design

ÅThe way people are managed

ÅExternal networks/connections

ÅAttitudes to risk

Factors supporting 

innovation

Emphasis on mutual gains approaches
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The Fair, Innovative & Transformative 

Work Tool 
Å An online multi-stakeholder workplace survey of workplace practices and 

outcomes

Å best used by managers and non-managerial workers/employees 
across all levels/ areas of the organisation (workplace data is only as 
good as representativeness of the workplace respondents)

Å Cross-sectional data

Å Multi-purpose - a research instrument, a tool for action research and a 
óconversation starterô, and resource for business change and impact.  

Å Used alongside key stakeholder interviews

Å Mainly workplace-level (not individual level) questions

Å Mixture of existing and bespoke survey questions
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The Fair, Innovative & Transformative 

Work Workplace Tool (cont) 

Å Built from knowledge on innovation and job quality.

Å Includes formal and informal practices, behaviours and attitudes 
relevant to innovative outcomes, employee-driven innovation, good 
jobs and fair work. 

Å Encourages thinking about barriers to innovation and their removal. 

Å No ógoodô/óbadô workplaces: tool underpins a process of exploring 
challenges and potential solutions for better jobs and more innovative 
businesses.

Å 2091 responses across 30+ SBP, Food & Drink and Social Care orgs 
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Why look at decision-making?

Business decision-making refers to both 

formal decision-making processes and to 

informal processes around 

managerial/supervisory relations and 

employment engagement. Centralised and 

closed decision-making can close off new 

ideas, thereby failing to tap into unused 

information, expertise and insight.

Where employees see themselves has 

having a real stake in a business, decision-

making at every level can provide an 

opportunity to engage and empower 

employees to harness their knowledge to 

current and future challenges a business 

may face. 

Examples of statements on 4-point scale: 

Å Before our organisation adopts new 

processes/technologies, employees are actively 

involved in the design of new work processes. 

Å Employees have a strong collective voice in this 

organisation.

Å Opportunities to lead on tasks are shared across 

employees at different levels of the organisations. 

Å In our organisation, employees can disagree over 

work issues without fear of retribution from 

colleagues or managers. 

Decision-making and voice
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Why look at structure? 

Organisation design feature ïsuch as how 

hierarchical the organisation is, how good 

communications are, how ideas are shared ï

can support or hinder innovation. 

Organisational design influences whether 

people interact in their work activities, how 

well people work together, how flexible roles 

are and opportunities for shared information 

and collaborating. 

Multi-directional communication and 

collaboration across business functions 

supports idea generation and 

implementation.

Examples of statements on 4-point scale: 

Å Our organisation encourages people from different areas 

of the business to work together (e.g. cross-functional 

teams). 

Å Our organisation has practices that encourage 

employees and managers to learn from each other.

ÅOur employees know about whatôs going on in other 

areas of the organisation. 

Å *Our organisation has strict lines of demarcation between 

jobs. 

* Indicates a negative statement

The structure of the organisation
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Why look at the design of work?

Innovation is closely linked to creativity and 

problem-solving. Job design can either support 

problem-solving and creativity or limit the 

potential for both.

Aspects of fair work, like having fulfilling work 

may involve having the knowledge of the work 

but also the time and confidence of management 

to make change to how work is done. In the right 

circumstances, these features may enable the 

design of change, allowing innovative ideas to 

be embedded within the organisation and owned 

by all.

Examples of statements on 4-point scale:

Å The way jobs are designed encourages people to interact.

Å Our employees have enough time to reflect on their work 

and propose solutions to problems. 

Å Our employees have enough autonomy to change the 

way that they do their work.

Å Managers in the organisation have confidence in 

employeesô capabilities. 

The design of jobs and work systems
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Why look at enterprising attitudes?

Advancing any new or innovative idea 

involves at least some degree of 

uncertainty. Attitudes to uncertainty, risk and 

trying new things impact on a organisationôs 

innovative potential and how well it can 

respond to opportunities.

An organisationôs pro-activeness to new 

opportunities, change and calculated risk-

taking can be seen in their day-to-day 

operations and the way the organisation 

learns from past experiences and responds 

to errors.

Examples of statements on 4-point scale:

ÅOur organisation seeks out new ways to do things.

ÅAcross this organisation, we actively learn from trial 

and error.

ÅPeople in our organisation are not afraid to try things 

that could fail.

ÅOur employees see doing new things (or doing 

things differently) as an opportunity and not a 

burden. 

Support for enterprising attitudes
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Why look at the way people are managed?

HR practices impact on employee capability and 

development, motivation and opportunity to 

deploy their talents, and these features are 

closely related to innovative potential. Certain 

HR management and employment practices 

can buffer the stress of innovation and change, 

reframing it as an opportunity rather than a 

threat.

New knowledge, new combinations of 

knowledge, expertise and problem-solving skills 

are rooted within individuals and teams and can 

be the source of employee-driven innovation, 

offering the potential for ongoing, sustainable 

solutions. 

Examples of statements on 4-point scale:

Å Our organisation uses training specifically to encourage 

our employees to come up with new ideas.

Å Our organisation uses performance management to 

encourage people to come up with new solutions.

Å Employees take part in work-related learning that is not 

directly related to their current job.

Å *Lack of diversity in our workforce is an obstacle to 

innovation and change. 

* Indicates a negative statement

HRM for innovation
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Examples of statements on 4-point scale:

Å In the recent past, our employees have collaborated with 

external organisations.

Å Our organisation involves its customers and/or end users in 

generating product and service design ideas.

Å Our organisation involves its supply chain or delivery partners 

in generating products and service design.

Å *Employees in this organisation would be nervous about 

collaborating with external organisations.

* Indicates a negative statement

Why look at external relationships?

Clients, partner organisations (e.g. 

suppliers) and competitors can be 

invaluable sources of knowledge and 

expertise. 

Scanning the environment and making 

the most of external relationships ïby 

managing exchanges of information, 

collaborating and asset and risk sharing 

ïcan open up new ways of working, 

new ways of accessing resources and 

new market opportunities. 

External relationships and networks
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Examples of statements on 4-point scale:

Å Help is available from the organisation when employees have 

a non-work related problem.

Å This organisation prioritises providing stable employment. 

Å Where conflict arises, the organisation deals with it fairly and 

objectively. 

Å Any barriers to getting a job here faced by specific groups are 

identified and addressed. 

Å This organisation takes practical steps to provide employees 

with a healthy workplace. 

* Indicates a negative statement

Why look at the way fair work is supported?

Good quality jobs are important for individuals, 
their households, society and the organisation. 
How the organisationôs policies and practices 
come together affect how individuals experience 
fair work. 

Good jobs can bring organisational benefits in 
terms of individual performance, flexibility and 
willingness to change and innovate. Employers 
who offer good jobs identify benefits in terms of 
recruitment and retention. Well-designed tasks 
encourage staff to use their skills and talents and 
encourage better performance.

Good jobs contribute to economic competitiveness 
and social cohesion. 

Support for Fair Work
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Examples of statements on 4-point scale:

Å *Employees here find their jobs stressful.

Å Employees here are fairly rewarded compared to people doing the 

same job elsewhere. 

Å People in this organisation treat each other with respect.

Å Jobs here are meaningful and provide employees with a sense of 

purpose. 

Å *Employees in this organisation worry about job security. 

* Indicates a negative statement

Why look at the way people 
experience work?

The experience of working in poor quality jobs 
can impact negatively on physical and mental 
health and well-being. Poor quality jobs 
contribute not only to in-work poverty but to 
lifelong poverty beyond working life. 

Good jobs can bring organisational benefits in 
terms of individual performance, flexibility and 
willingness to change and innovate. Employers 
who offer good jobs identify benefits in terms of 
recruitment and retention. Well-designed tasks 
encourage staff to use their skills and talents and 
encourage better performance.

Good jobs contribute to economic 
competitiveness and social cohesion. 

Experiences of Fair Work
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Examples of statements on 4-point scale:

Å Employees here go beyond what is required of them 

in their jobs.

Å Employees would recommend this a good place to 

work.

Å Employees here see performance expectations as 

reasonable and achievable. 

Å In our organisation, performance management 

emphasises employee development. 

Why look at the productive behaviours in the 

organisation?

Where employees have the inclination, employees 

may go beyond the minimum expected of them in 

their efforts and behaviours. They may voluntarily 

assist their colleagues in solving work-related 

problems and exhibit attributes of organisational 

ócitizenshipô behaviours.

Productive behaviours are also shaped and 

constrained by the expectations put on them and 

how performance is measured. Where expectations 

are perceived to be unreasonable and 

unachievable, this can discourage individuals from 

trying to achieve the óunachievableô. 

Employee performance
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Examples of statements on 4-point scale:

Å Our organisation has introduced one or more new 

processes in the last 12 months.

Å Our organisation has made major changes to our 

processes in the last 12 months.

Å Our organisationôs performance has been improved 

through innovation.

Å Our organisationôs productivity has been introduced 

through innovation.

* Indicates a negative statement

Why look at the innovative outcomes of the 

organisation?

Innovation is crucial to improving productivity, 

performance, competitiveness and growth, as well as 

improving living standards. For the UK, innovation is 

predicted to account for up to 70% of economic 

growth in the long term. Innovative businesses are 

expected to grow twice as fast and be less likely to fail 

than non-innovators (BIS, 2014b).

Crucially, the social and economic impact of 

innovation may be linked: recent OECD data suggests 

that higher levels of social inequality are associated 

with lower levels of innovation (OECD, 2014). 

Innovative workplaces
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Examples of statements on 4-point scale:

Å Our organisation makes changes to our products 

or services based on ideas from our employees. 

Å Employees make changes in the way they do their 

work that benefits the organisation. 

Å Employees promote their new ideas to others in 

the organisation.

Å Managers support employees in putting their ideas 

into practice. 

Why look at employee participation in 

innovation?

Innovation can be important for organisational 

success. People make innovation, but are often the 

residual in innovation research and policy. The 

process of generating ideas and the process of 

bringing them to fruition can be highly stressful and 

have a level of individual risk  (Janssen, 2000; 2004). 

Ideas that come from different sources, such as from 

employees at all levels, can increase the amount and 

the diversity of ideas available to the organisation. 

Employee participation in innovation
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AMO as a lens through which to view workplace practice

Å From Leitch on ïthe solution (to productivity improvement, competitiveness, inequality) is skills acquisition

Å still a supply-side óBritish worker problemô orthodoxy ïïgive workers a VQ and send managers on a leadership course 

Å by definition, decontextualized 

Å Supply-side only solutions canôt resolve workplace-level ïpouring qualifications/skills into a sieve

Å Discussions of skills under-utilisation and of workplace innovation open up debate on deployment/opportunity

Å But both (especially some WI accounts) underplay the material basis of the wage-effort bargain

Å Ability - the knowledge, skills and capabilities to perform a behaviour and so contribute to organisational 

objectives, supported by formal and informal training and learning opportunities.

Å Motivationïthe incentive (that might range from employment security, information sharing, internal 

promotion opportunities, or monetary incentives) towards a behaviour. 

Å Opportunityïcontextual and situational constraints relevant to the performance of the behaviour, eg

autonomy, control, time and space for critical reflection and ideas sharing; and team structures that allow for 

collaboration and mutual learning, communication and voice), including having the physical and technology 

infrastructure and time and space to engage in collaboration, problem-solving and idea generation.




