Qualification: Level 5 CIPD Diploma in Applied Human Resources
Module Name: Understanding the Business Context of HR


Activity 1
Word Count: 2,192
Activity 2
Word Count: 550


Student Name: Sophie O’Kelly
Student Number: 1904625
CIPD Membership Number: 55491663

By signing below, I confirm that the work/evidence presented is my own, unaided work. I understand the regulations pertaining to candidate malpractice and the action that may be taken as a result.
Signed: Sophie O’Kelly
Date: 15.03.2020
Activity 1
The size of an organisation, the sector in which it operates, its business purpose and organisational structure all impact on strategy formulation.  This consequently impacts the level of HR involvement in developing organisational strategy and how this aligns to HR strategy.
Most organisations fit into the Private, Public or Third sector.  Within the private sector, businesses are mostly privately owned with a commercial business purpose to make a profit; however Social Enterprises are a not-for-profit organisation within this sector.  Legally, private sector organisations tend to operate as Companies, Partners or Sole Traders.  The latter two aren’t subject to the same regulations that Companies have to follow, however they don’t have the benefit of ‘Limited Liability’ i.e. if a company’s owner leaves or becomes bankrupt, the company can still trade.   Within the UK, Companies must be registered with Companies House. Annual reports are stored here and available for public access.  A Publicly Limited Company’s (PLC) shares are traded on the open market (Wilkinson & Taylor, 2016).     Maximus UK is a large, Private Organisation operating in 270 locations across the UK with 3,600 employees. This organisation delivers a service and not a product therefore operating in the tertiary sector.  Its company mission is to Help People transform their lives.  Maximus supports individuals to access employment and remain well and successful in the workplace (Maximus, 2008).
Public sector Organisations are primarily funded by the taxpayer.  Central Government; Local Government; Public Services; Quasi- Autonomous Non-Governmental Organisations and Public Corporations account for most public sector businesses (Taylor & Wilkinson, 2016).    The DVLA is also a large organisation operating in the UK, but within the Public Sector.  It is a central government department with 5,000 staff based in South Wales.  The organisation is the Driver and Vehicle Licensing Agency, holding over 40 million vehicle and driver records.  It again operates in the tertiary sector, providing a service to the public (Gov.uk, 2013).
The third sector is run on a not-for profit basis; these organisations are not subject to company regulations or direct government control.  Organisations within this sector are Co-operatives; Pressure Groups and Campaigning Organisations; Charities and Chartered Bodies (Taylor & Wilkinson, 2016).
The significance of HRM varies in the private sector.  HR is increasingly more strategic in larger PLCs; transactional work is devolved to line managers; outsourced or centralised.  HR functions within the smaller organisations operate on a reduced scale, possibly consisting of a small number of Generalists completing administrative tasks.  Some outsource HR or buy in services when required.  People Management is more informal in smaller companies.  A more relaxed culture can impact positively on morale and staff retention, encouraging open communication and flexible working; however some individuals may consider decisions to be unfair due to a lack of robust policies to follow.  Across most of the private sector, the role of trade unions has diminished.  Larger companies have led the way in adopting innovative, influential approaches to People Management; empowering and involving employees to share ideas and feedback.  Collective bargaining is used for decisions on pay rises based on individual performance (Taylor & Wilkinson, 2016).
Public sector organisations tend to have large HR functions.  HR Directors sit on the executive board ensuring good practice is embedded. Steps have been taken to become more strategic but the traditional ‘old-fashioned’ approach still exists.  This sector has been restricted recently in spending public monies due to the recession.  Recruitment freezes; redundancies; smaller HR functions and increased outsourcing are a consequence.  Robust policies are strictly followed as employment decisions are subject to levels of public accountability.  Managers are less able to be innovative and have fewer levers to motivate staff. Trade unions still have a significant role to play, national pay scales are still present and transparent (Taylor & Wilkinson, 2016).
HR varies across the third sector, from well-resourced departments to much smaller operations; particularly apparent in smaller charities with HR not represented on the senior team.  Keliher and Parry (2011, cited in Taylor and Wilkinson, 2016) recently found formal performance processes being followed, written policies in place and increased employee involvement, bearing similarities to the public sector.  It is important to evidence high quality HRM in order to win contracts funded by public monies. James (2011, cited in Taylor and Wilkinson, 2016) argues that HRM standards are decreasing again due to reduced pay and conditions in order to secure public contracts.
Organisation Design ensures an organisation structure is in place that best prepares an organisation to achieve its current and future strategic goals (Roberts, 2016).  Internal factors impact the Organisation and HR function.  An organisation’s culture may become unsuitable during strategic change.  Johnson and Scholes’ Cultural Web identifies interconnected components of organisational culture.  Just some of the features that an organisation should consider are what behaviour is currently expected and accepted; what the organisational hierarchy is; any unwritten rules of influence and who holds the power.   HR Professionals use this Cultural Web to decide what aspects should stay, should go or be introduced in order to achieve strategic goals (MindTools, 2007).
The ‘Bureaucracy’ Organisational structure is a traditional approach.  Max Weber defined three main features of a bureaucratic organisation; ‘Specialisation’, ‘Hierarchy’ and ‘Impersonal Rationality’.  Tasks are separated and organised into fixed departments with a strict definition of power based on rules.  HR provides technical or physical support.  Only those in seniority are able to give instruction and promotion is available on the basis of merit or position.  The structure facilitates secure career paths and jobs for life such as those within the Civil Service.  Fair treatment is guaranteed but employees aren’t empowered.  ‘Divisionalisation’ is an enhancement to this model.  It is more flexible; some decision making is delegated to business areas creating an organisation made up of mini bureaucracies.  Strategic decisions happen at head office.  Multinational corporations tend to adopt this model (Kew and Stredwick, 2016).
The ‘Matrix’ structure describes an organisation involved in a series of projects. Individuals report to their functional Manager and are answerable to the project manager.  Communication is effective, quick decisions are made but some power struggles exist between Managers.  Human and Capital resources are more readily available than in other models.  Project teams increase motivation, job satisfaction and personal development.  The ‘Network’ organisation is an informal version of this model.  The aim is to reduce division, build up connections within the organisation and encourage knowledge sharing. The model promotes the importance of personnel at lower levels and lateral communication between managers of divisions.  Unilever is an example where this happens; career development in structured, managers progress between departments, divisions and countries (Boxall and Purcell, 2008 cited and in Kew and Stredwick, 2016)
In a virtual organisation, physical resources are replaced by computers that are flexible and receptive (Warner and Witzel, 2003 cited in Kew and Stredwick, 2016).
‘Strategic Alliances’ involves joint working between organisations.  Wakeam (2003 cited in Kew and Stredwick 2016) suggest this is crucial to achieving core objectives, increases competitive advantage, minimises competitive threats and reduces business risk (Kew and Stredwick, 2016).
The ‘Rational’ approach sees Senior Managers responsible for formulating strategy.  HRM support with utilisation of tools such as SWOT to help formulate goals and set objectives (Taylor, 2016 & Wilkinson).  The Linear-Sequential view is a rationalist approach.  Higgins and Vincze (1993, cited in Farnham, 2015) provide a model to determine objectives and formulate strategy including Formulation of a vision and mission statement; Determination of goals; Definition of strategic objectives; Formulation and Implementation of strategy ahead of Evaluation and Monitoring. HR metrics can assist at this stage.  The ‘Emergent’ approach sees strategy develop over time (Farnham, 2015).  Quinn (1980, cited in Taylor & Wilkinson, 2016) discusses how unplanned factors interfere and a very different strategy is consequently delivered.  The ‘Symbolic’ approach suggests little strategic leadership exists when formulating strategy and it is more an approach of evolving tactics, some of which will be successful and some won’t (Taylor and Wilkinson, 2016).
Corporate Management steer a ‘top-down approach’ where strategy is cohesive and drives performance objectives.  The ‘bottom-up’ approach is driven at operational level and approved by senior management.  Corporate and Business Unit Managers collaborate on strategy during the ‘interactive approach’. The ‘Semi-Autonomous’ approach is determined fairly independently and formulated to suit to individual business units’ objectives (Farnham, 2015).
Organisations need to commit to the goals set by those responsible in the organisation for strategy. Higher pay, promotion and reward all influence employee motivation.  HR can advise regarding individual and group needs so that the budget aids motivation.  Alexander (1985, cited in Farnham 2015) defines components for successful implementation of strategy; ‘Clear communication’ (HRM supports Line Managers to communicate a consistent message, consult and involve colleagues); ‘A good idea’, followed by the importance of gaining ‘Employee Commitment and Involvement’. ‘Sufficient Time, Money and People’ need to be made available, all of which HR can support with and ‘Develop an Implementation Plan’ (Farnham, 2015).  HRM provide skill, capability and knowledge information of employees.  This information is termed Human Capital or People Analytics (CIPD, 2019).  Human Capital is used to realise the value of an Organisation’s workforce (Hill & Houghton, 2018).  HR can support with identifying any gaps and training requirements whilst ensuring ethics are adhered to.  HR participates at different levels; from the executive board to advisor level.  HR analyses and interprets business and performance data, identifies obstacles and risk and develop policies to support implementation.
Enhancing an organisations ability to adapt to change and encouraging a culture that accepts change is important in implementing strategy.  HRM have a responsibility to ensure that organisation development or redesign, employee voice and communication are effectively addressed.  Aligning strategy and culture is really important for success.  HRM must encourage discussion and debate to move away from old models and identify a new supportive goal-consistent culture in terms of beliefs and behaviours (CIPD, 2019). 
Marchington et al (2012, cited in Farnham, 2015) discuss that at the core of HR strategy is integration.  Vertical integration refers to the links between HR and the wider business strategies including the external factors shaping them.  Horizontal integration is the fit between different internal HR strategies, policies and processes and the how they support or contradict one another.  Marchington et al. discuss how both vertical and horizontal organisation need to be strengthened to maximise HR contribution and reduce conflicting information (Farnham, 2015)
Contingency thinking is used to help Managers align HR strategy with Business strategy.  Michael Porter’s 1985 model proposes that an organisation has a choice of 3 strategies to achieve competitive advantage; it can produce cheaper goods and services than that of its competitors; it can produce better quality or more innovative goods than that of its competitors or it can offer a specialist service in a niche market.  Where an organisation pursues a Cost Leadership strategy, the HR strategy should focus on keeping the salary costs as low as possible.  Recruiting and retaining staff with specialist skills would be a priority for HR if the strategy took an innovative approach. A Quality focus strategy suggests HR policies would need to be updated to ensure employees meet these expectations (Taylor & Wilkinson, 2016).
Another HR strategy formation, ‘Resource-based’ view relates to ‘Inside-out’ thinking. Internal resources are analysed to establish competitive strengths which often differ significantly to that of their competitors.  Once established, they need to be protected and enhanced to ensure competitive advantage is sustained.  Barney (1991, cited in Taylor & Wilkinson, 2016) suggests that organisations need to establish strengths that competitors can’t replace.   HRM may need to identify individuals are that are invaluable to an organisation.   A strong brand or reputation is also an important strength that gives competitive advantage (Taylor & Wilkinson, 2016)
‘High Commitment’ practices (Best Practice bundles) lead to improved organisational performance.  The level of employee commitment within an organisation is linked to high performance.  To be able to develop skill and improve performance, employees must be committed (Kew & Stredwick, 2016).  The Harvard model proposed by Beer at al. (1985, cited in Farnham, 2015) is a best practice approach.  It suggests that managerial HR policy choices are influenced by the interests of stakeholders.  Choices result in consequences for individuals and organisations.  The implied HR policies incorporated within this best practice approach comprise 6 key elements: Flexibility; Selection Process emphasising the importance of correct attitude; Open and engaging appraisals, Development of employees; Reward systems and Employee Involvement (Farnham, 2015).  The Harvard model approach represents the ‘soft’ or ‘human’ part of HRM and is still widely taught by academics today.  In strategic HRM a ‘hard’ approach tends to be utilised more i.e. the ‘Resource Management’ side of HRM, focusing on economic values and neglecting moral values (Paauwe, 2004 cited in Boselie & Brewster, 2013).  
Strategy formulation is key to achieving organisational objectives and it is important HR strategy is aligned to support the business achieve its strategic goals.  Both internal and external factors impact organisational strategy.  It is easy to view organisational competition negatively but competition cannot be perceived by an organisation as bad luck.  The essence of formulating strategy is to cope with that competition (Porter, 1979).
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Activity 2
SWOT ANALYSIS of Maximus UK
	Strengths
	Weaknesses

	· Top Performing Work and Health Programme Provider in Wales
· Remploy Brand – Specialists in Disability
· Strong relationships with Partners – Community Partnership Networks embedded
· Experienced workforce
· Strong relationships with Key Stakeholders – JCP/DWP
· 200,000 people supported into work
· Strong Employer relationships
· Maximus Foundation UK – not for profit  enterprise supporting charities
	· Staff Attrition Rates
· Career Progression Opportunities
· Technology in field based areas
· Learning and Development opportunities



	Opportunities
	Threats

	· For all Maximus business to work in collaboration
· New bids and opportunities to expand into other sectors
· Rebidding of Work and Health Programme and other contracts
· Technology – Robotic Process Automation / Electronic Signatures
	· Competitors offering higher salaries with lower performance targets
· Change of Government could result in a loss of Contract
· Less experience in new markets




PESTLE ANALYSIS
	
	External factors impacting organisation
	Impact on HR

	Political
	· A change in Government could potentially mean a change in the way contracts are procured in the future – creates uncertainty.
· Brexit – Number of ESF contracts in England.  There will be a question mark over how these contracts are funded moving forward.  It could change the Government’s approach to contracts as there will be less funding available.  On a positive some providers may consider withdrawing from UK markets
	· Long term strategic planning becomes more difficult
· HRM unable to offer secure long term employment
· Contracts need to allow for flexibility
· Support the organisation to become more agile – update policies and procedures  
· Involvement in change management – manage conflict created through change  


	Economic
	· Competitors in some areas are offering higher salaries with reduced targets for similar roles







· Economic decline means lack of employment opportunities for participants impacting performance

· Globalisation – increasing pressure to remain competitive on a global market
	· Staff attrition rates increased
· Exit Interviews increased
· Recruitment increased
· Induction and Training increased
· Brainstorm innovative solutions to retain staff other than financially i.e. additional leave / duvet days in order & influence key decision makers
· Support Line Managers with Performance Management Processes
· Central Services operating from a Shared Service Centre – outsourcing of administrative activities

	Sociological
	· Increasing demand for a healthier work-life balance






· Multi-generational workforce

	· Promotion of flexible working for employees.  
· Support Line Managers to monitor flexible working arrangements effectively
· Influence Line Managers to understand the benefits of flexible working
· Adopt and promote an agile culture that values all people and encourages effective collaboration 


	Technological
	· Opportunities for Robotic Process Automation to carry out purely administrative tasks that take significant amounts of time





· Technology in the field environment can be unreliable and impact performance



· Increased Social Networking
	· Ensure all technology strategies are people-focussed. 
· Maximise opportunities for more value-added jobs
· Support employees manage any risks for their jobs. 
· Address any current skills gaps that will impact recruitment and staff retention
· Work with key stakeholders to explore solutions
· Work with Line Managers to review performance expectations/KPIs of field based roles
· Update Social Networking policies
· Support with training of ethical social networking
· Support with any potential disciplinary of unethical use of social networking

	Legal
	· Employment Law 
· Equality Act (2010)









· Health and Safety  - increased lone working of employees
	· Ensure organisation is compliant with employment regulations to avoid Employment Tribunals and costs of not fighting employment tribunal claims
· Be mindful of actions and potential legal consequences.  
· Train Managers on HR policies and practices
· Possess a good working knowledge of employment regulations
· Update of lone working policies
· Ensure all staff have read and understood the policy

	Environmental
	· Corporate Social Responsibility 






· Significant travel to meetings


	· Updated policies
· Support Line Managers with importance of social responsibility
· Working with key stakeholders to develop greener solutions
· Promote Volunteering initiatives to give back to the community
· Encourage car sharing to meetings / meetings via WebEx



Maximus UK is a large, private organisation with 3,600 employees, supporting individuals to access employment and remain well and successful in the workplace (Maximus, 2008).   Maximus UK is also part of a wider organisation operating in six countries globally.  
To analyse the business environment, external factors need to be defined and each of their influences classified (Kew & Stredwick, 2016).  SWOT and PESTLE have been used in this case.  A SWOT analysis identifies strengths, weaknesses, opportunities and threats (CIPD, 2020).  A PESTLE analysis assesses external factors impacting an Organisation and identifies risks (CIPD, 2020).
Maximus UK operates in Welfare to Work.  Contracts won are not long-term.  The organisation must seek opportunities in new markets. The impact of Brexit is uncertain but potentially some competitors may choose to withdraw from UK markets. Due to the nature of securing new business, organisations are limited in forward planning; less likely to offer long term contracts and flexibility of roles is an expectation.  HRM are involved in change management.  HR policies need to be agile and respond more quickly than competitors to change (Taylor & Wilkinson, 2016).
Within Maximus the desire for flexible working is important due to family commitments and an ageing population resulting in increased carers working.  Changing demographics is a key factor of organisational change.  HR supports Line Managers to change employer/employee relationships and embed social responsibility.  Managing a multi-generational workforce is testing, but equality gives strategic advantage.  Creating an agile culture increases innovation (CIPD, 2017).
New technology creates increasing competition and increased productivity.  If new technologies aren’t embraced, organisations can’t compete (Taylor & Wilkinson, 2016).  Maximus’ online platform has expanded over recent years; Robotic Process Automation has also been a focus.   Automation gives employees more time for value-added tasks.  HR needs to ensure technological strategies are people-focussed; increase opportunities for more value-added jobs and support employees to manage risks to their job.  Skills gaps need to be addressed, impacting recruitment and staff retention (CIPD, 2019).

The UK has a robustly regulated market (Taylor & Wilkinson, 2016).  The Equality Act (2010) being one of these regulations, protecting individuals from unfair treatment (GOV.UK, 2012).  A CIPD survey in 2007 found that being compliant with employment regulations was one of the top HR objectives (CIPD, 2007 cited in Taylor & Wilkinson, 2016).  HR professionals within organisations such as Maximus need to be aware of how their actions and those of their line managers may have potential legal consequences (Taylor & Wilkinson, 2016).  
As part of a larger global organisation, Maximus UK’s businesses are becoming increasingly more streamlined.  Central services now operate in a Shared Service Centre. Restructure has seen a number of HR functions amalgamated and activities outsourced. Currently all UK businesses operate under the same HRM function however other support functions have been outsourced on a global scale.  Teams are now equipped with online portals to recruit global talent (Challenges for Human Resource Management and Global Business Strategy, 2015 cited in Agarwal & Al Qouyatahi, 2017 )  
Where you are located in the world matters less.  Organisations can tap into talent anywhere in the world.  Mobility isn’t an issue; work is no longer a place you go to (Morgan, 2016).  It is crucial that HRM manage their procedures and workforce to gain competitive advantage on the global market (Agarwal & Al Qouyatahi, 2017).  
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