Assignment Question:

Choosing an organisation of your choice, conduct a critical evaluation of the current business environments and their influence on Human Resource Management

Introduction:
Newport City Council (NCC) is a local authority government in Southeast Wales.  The Local Authority (LA) provides services to 159,600 people (ONS, 2021) and serves 21 wards across the city.  In line with many other local authorities, Newport City Council provides a plethora of services to the local population, from education, to refuse collection, to highways and housing services.  At last count there were over 800 different services, (Newport City Council, 2025) exemplifying the many different HR needs for the council, as it has so many different employment opportunities, with a huge variety of requirements and professional needs.

Newport City Council HR strategy
NCC has produced a People Plan that ‘sets out how we’ll support the workplace to develop and be a place where our employees can grow, contribute and find fulfilment’ (Newport City Council, p2, 2025).  This People Plan enables the Council to address equalities, employment, cost effectiveness and public accountability to name but a few issues and ensures that the Council is not just legally compliant, but also that it demonstrates a clear strategy where employees can develop through training and opportunities.  

All employees are expected to complete mandatory training to ensure parity throughout the Council and that legal obligations are fulfilled, but there are also opportunities for employees to grow and develop.  Employees can undertake a range of training opportunities from Level 2 apprenticeships, workplace apprenticeships right up to Level 7 opportunities such as the MBA programme through the Exception Leadership Talent Programme.  The training also provides wellbeing and stress management training which is also reflected within employee benefits available such as bike to work schemes, employee benefits schemes as well as referral and employee wellbeing support.

NCC has a more traditional approach to its Human resource management.  The management is based on HRM coming to the employee, rather than the employee seeking what is needed for them.  It is very much a case of ‘human resource management referring to ‘a collection of policies used to organise working in the employment relationship. It centres on the management of work and management of people who undertake this work’ (Beardwell & Thompson, p5, 2017).  

NCC has a four yearly cycle of their People Management Plan, that outlines the direction of the Council HR talent management strategies.  It outlines the behaviours, values and expectations of the work force.  

The policy covers the following four areas:
· Representation and transformation
· Employee Wellbeing
· Employee Engagement
· Employee Experience

There is a very focused view on retaining employees, however is this the right approach?  This can be at the expense of recruiting new blood from outside of the organisation which can lead to a feeling of the ‘old boys network’.  In 2016, the CIPD undertook a call to evidence regarding the perceived closed recruitment process in the public sector.  The evidence concluded that, not only was this perception misconceived, but also could be because areas of the public sector are very specialist which my default, mean that the organisation ends up appointing internally or from another local authority.  The sheer size of councils also meant that it could be more likely to recruit from within the public sector (CIPD, 2016), indeed, the conclusions from the CIPD were that ‘the overwhelming evidence and feedback we have received from our members indicates that employers in the public sector have a balanced and diverse approach to recruiting and managing people’. 

Representation and transformation ensures that the Council employees are representative of the population that it serves and that it can move forward understanding the wants and needs of all its employees and service users through a more diverse and representative workforce.  This also support all in understanding their ability to achieve and aim high.

Currently, the People Management Plan does not provide opportunities to include all employee voices at NCC.  Consequently, NCC does not have any analytics on which to base its evidence for what the organisation needs from an employee perspective.  Analytics are a crucial tool in the creation and value of talent management as they support the understanding of what is happening in an organisation.  According to Oracle ‘analytics helps us see insights and meaningful data that we might not otherwise detect’.  This is crucial in the role of talent management, we need the correct data, which helps with the understanding of how the initiatives are impacting on the ground.  If we understand how talent management is viewed by employees, by identifying its impact, then we are able to act on the strategies that are working and pull back on those that are not succeeding.

Analytics also give employees a voice, by feeling heard, employees, who are more likely to engage with the organisation as ‘when employee voice channels work effectively, employees can feel valued, trusted and influential. In turn, this can increase their job satisfaction and performance’ (CIPD, 2025).  Consequently, employees with increased job satisfaction are 13% more effective (University of Oxford, 2019), are more likely to stay with an organisation and therefore cost the organisation less in monetary output in the long run.

This said, there are employee voice groups available to some staff, just not all.  There is a danger with this that some people’s voices are not represented in the organisation and can become a silent party within the workforce.  NCC has six staff networks, Diversity, Pride, Climate Change, Menopause, Carers and IN-NCC (disability, health conditions and neurodivergence).  These networks are available to all staff who qualify, but it could be argued, that in a staff of c6,000 staff, there are a high number of staff whose voice is not being heard.   As noted by the CIPD, effective employee voice can mean better relationships with their employees and a more positive workplace climate (CIPD, 2025).  If a substantial number of employees are not able to be heard, then these relationships cannot be developed and there is the potential for a negative reaction towards those who are seen to be heard from those who feel that they are not.

The areas covered by the People Plan fall broadly within the areas identified by Houghton (2019) as the aspects needed by Houghton for HRM to be sustainable, however, they do lack the areas long-term orientation, care of environment (if you exclude the staff network), profitability, employee development in terms of job rotation and external partnership when you begin to drill down further. It can be argued immediately, that due to the nature of NCC being a local government organisation that profitability share is immediately impossible, which indeed it is, which does cause Houghton’s approach to fall down somewhat.  Rewarding against environmentally sustainable behaviour can arguably come up with organisation’s bike to work and electric car leasing schemes, however these still involved significant employee buy-in and not every employee will be able to afford such luxuries.  

Having the opportunity to complete further education for most organisations is a boon, however, funding will often be a limiter to being able to promote and develop talent, especially in the public sector.  Public sector organisations are accountable for their funding and the income is often generated through grant funding streams.  These grants are often attached to specific activities which may or may not fulfil the aims and objectives of the organisation.  If these funding streams do not support what the organisation needs, then the organisation is constrained into the wants and needs of another external organisation which may or not be complementary to what is needed.

Job rotation is not an area that LAs have historically engaged in, with people mapping their careers within different sectors of the organisation, however, this could be an are of development to support employees in gaining new and in sharing transferable skills across the organisation. As identified by Leddy (2017), job rotations not only offer a multitude of advantages for employee and employer alike, and there needs to be close alignment to the HR strategy to succeed.  This said, it can enable the organisation to grow leadership by developing a number of people who understand large aspects of the organisation, although, as identified by Leddy, this cannot be at the expense of losing all expertise and developing a generalist workforce rather than one that can broaden skills and retain employees with cross-functional capabilities.

Risk factors
There is a conception that NCC is a poor payer compared to other LAs in South Wales.  For example, in NCC support workers are a grade 5 (Newport City Council, 2024) whereas elsewhere in South Wales, support workers are paid at grade 6 (Cardiff Council, 2022, Vale of Glamorgan Council [hosted by Cardiff Council] 2022).  This differential equates to £27,269 being paid in Newport as opposed to £31,067 in Cardiff and the Vale of Glamorgan which equates to a 13% difference in pay for a very similar role.  

This is just one example; however, it leaves to a lack of motivation when the perception is that other LAs are paying more money for the same role.  Soliman (2024) identified that 39% of were seeking new roles because of limited opportunities for pay increases with 50% of candidates rating competitive pay as their top priority when applying for jobs.  With this in mind, it is likely that NCC is not attracting the top candidates, as if comparable roles are advertised, it is likely that they will seek employment elsewhere.

All this said however, research for the House of Commons in February 2025, identified that public sector pay is 7% higher than that of the private sector (Francis-Devine and Ferguson, 2025), coupled with research that demonstrates the security of public sector roles over those in the private sector (Johnson, 2020), this does lead to a more secure approach to the employment of individuals into the Council over the private sector.

Within NCC, there is the availability of workplace apprenticeships, varying from a Level 2 to a Level 5 mainly in the form of Institute of Leadership and Management courses which support the development of aspiring leaders. However, there is a need to apply for these external courses and the ability to apply for these courses is heavily dependent on manager knowing about the courses and informing the employee.  It involves the manager having a proactive approach to employee development and whether the manager feels that the person in capable of completing the course.  

This of course, could be problematic as the potential for whether an employee is able to access further training is potentially subjective and could also depend on whether this could lead to a manager blocking these opportunities due to potentially feeling threatened in their role of leadership potential.  As Torrington et al (2020, p348) note, ‘too little responsibility is taken by individuals for their own training and a qualifications system divorced from the needs of the workplace’, identifying that qualifications can be difficult for employees to come by.

Newport City Council promotes its Exceptional Leadership Talent Programme for aspiring leaders and managers working in the Council.  This ambitious programme enables applicants to apply for an MBA, however, this programme is reliant on people having the confidence to apply and then getting through the selection process.  Perception from some staff that they are not a high enough grade to apply means that the process can be somewhat ambiguous as to how will, and can, apply. Such an approach could miss talented individuals who are capable of being excellent manager but are not currently classed as being far enough through the leadership pathway.  This process also needs line manager and head of service approval, if an individual hasn’t got backing from their senior managers, then they won’t be able to even apply, let alone be able to apply for the leadership pathway.  

Another area of NCCs HR strategy is the provision of employment assistance programmes.   The programmes involved provide a variety of resources from employee support, wellbeing resources.  NCC currently employs VIVUP as its employment assistance partner who declare themselves to ‘arm you with the tools you need to enrich the lives of your hardworking public sector people’.  However, the prevalence of such support, can again, be dependent on the information that is provided to individuals and on confident enough or happy the employee is to access the support.  Generational divides face not just attitudes to support, but with some, the ability to access such services.  

Indeed, Frogola (2024) identified the need to shift away from generations being every 25 years and look towards shorter periods of time depending on a person’s age.  This is ostensibly due to the shifting trends of technology and the rapid advancement in this area. However, it is something that HR needs to be mindful of when developing strategies, to ensure that, with much shorter generational shifts, that all employees are included, when considering a workforce where vacancies can be accessed from the age of 16 to beyond the age of 65 leading a potential of several generations within a workforce when this modelling is considered.

Conclusions and Recommendations
Ensure that the organisation is looking outside its own four walls to recruit and ensure that new ideas are being generated through this process.

Alongside this, ensure that employees develop the opportunity for job rotation where they may be able to aspire to leadership by experiencing many different areas of the organisation.  Anyone who is aspiring to a role beyond service manager will find themselves needing to understanding multiple different areas of the organisation and being able to relate to the successes and challenges involved with that service area as a head of service.  For example, the head of service for Housing and Communities covers housing, homelessness, housing development, asylum seeking, refugees, community cohesion, counter terrorism, libraries, community centres and community regeneration to name just a few areas which demonstrates a need to understand many areas of service but also a need to be able to defer to the experts in each area.

Ensure that pay is comparable to other LAs offering the same roles to attract and maintain a high quality and motivated workforce.

Develop the talent management strategy so that all employees are aware and able to access the extra qualifications that are offered by the Council by focusing on a way to identify those that would benefit rather than just those that wish to apply.

Ensure that employee engagement focuses on all employees, not just the networks and employee voice, so that all employees are able to have their say about the organisation and what is going well and what needs more work. The current approach, although effective in ensuring that everyone understands policy, also means that there are groups of people who do not necessarily get the buy in to advancing change as discussed previously regarding the staff networks.  

In summary, there are many aspects of the Council’s HRM strategy, all this being said there are areas of development that could be adopted fairly easily (especially in terms of the apprenticeship scheme) and at minimal cost given the strains that local authority budgets currently face.


Bibliography
Beardwell, J. and Thompson, A. (2017). Human Resource Management : A Contemporary Approach. 8th ed. Harlow: Pearson.

www.berkeleypartnership.com. (n.d.). Unilever - HR IT Strategy and Roadmap | Berkeley Partnership. [online] Available at: https://www.berkeleypartnership.com/client-stories/unilever-creating-a-clear-and-comprehensive-hr-it-strategy-and-roadmap [Accessed 3 Mar. 2025].

Broderick, D. (2023). The Link between Employee Voice and Organisational Performance - Hive. [online] HIVE HR. Available at: https://www.hive.hr/blog/employee-voice-and-organisational-performance/ [Accessed 3 Mar. 2025].

Cardiff Council (2022). REFUGEE SUPPORT WORKER. [online] Cardiff Internal. Available at: https://www.jobscardiffcouncil.co.uk/internal/jobs/refugee-support-worker-peo01861-1?lang=en_GB [Accessed 8 Apr. 2025].

Cardiff Council (2022b). REFUGEE SUPPORT WORKER (VOG). [online] Cardiff Internal. Available at: https://www.jobscardiffcouncil.co.uk/internal/jobs/refugee-support-worker-vog--peo02052?lang=en_GB/1000 [Accessed 8 Apr. 2025].

Cardiff Council (2024). Annex 1 -Salary Scales. [online] Available at: https://cardiff.moderngov.co.uk/documents/s84352/2025-03-20+-+Pay+Policy+Annex+1+to+the+Pay+Policy+Statement+2025+to+2026.pdf [Accessed 8 Apr. 2025].

CIPD (2025). Employee Voice. [online] CIPD. Available at: https://www.cipd.org/uk/views-and-insights/cipd-viewpoint/employee-voice/ [Accessed 3 Mar. 2025].

CIPD (2016). Closed recruitment practices in the public sector CIPD response to the Department for Business, Innovation and Skills Chartered Institute of Personnel and Development (CIPD). [online] Available at: https://www.cipd.org/globalassets/media/comms/about-us/influencing-public-policy/misc-policy/closed-recruitment-practices-in-the-public-sector_2016-april_tcm18-14009.pdf [Accessed 8 Apr. 2025].

Corporate Research Forum. (2023). Blog: The Future at Work: A Unilever Case Study. [online] Available at: https://www.crforum.co.uk/research-and-resources/the-future-at-work-a-unilever-case-study/ [Accessed 3 Mar. 2025].

Francis-Devine, B. and Ferguson, D. (2025). Public sector pay. commonslibrary.parliament.uk. [online] Available at: https://commonslibrary.parliament.uk/research-briefings/cbp-8037/ [Accessed 8 Apr. 2025].

Fragola, J. (2024). Will AI replace teachers? A perspective on Labour’s new policy proposal - MPW. [online] MPW. Available at: https://www.mpw.ac.uk/2024/09/24/will-ai-replace-teachers-a-perspective-on-labours-new-policy-proposal/ [Accessed 15 Mar. 2025].

Houghton, E. (2019). CIPD | Sustainable HR: a ‘green’ fad, or a realistic model for change? [online] CIPD. Available at: https://www.cipd.org/uk/views-and-insights/thought-leadership/the-world-of-work/sustainable-hr/ [Accessed 3 Mar. 2025].

Johnson, D. (2020). Public Versus Private Employees: A Perspective on the Characteristics and Implications. FIIB Business Review, [online] 9(1). doi:https://doi.org/10.1177/23197145199010.

Leddy, C. (2017). ADP BrandVoice: The Benefits And Challenges Of Job Rotation. [online] Forbes. Available at: https://www.forbes.com/sites/adp/2017/12/05/the-benefits-and-challenges-of-job-rotation/ [Accessed 9 Apr. 2025].


Newport City Council (2024b). Pay and Reward Policy. Newport: Newport City Council, p.14.

Newport City Council (2023). People Plan. [Accessed 28 Mar. 2025].

Newport City Council (2025). Policy Directory. [Accessed 28 Mar. 2025].

Newport.gov.uk. (2025). Budget | Newport City Council. [online] Available at: https://www.newport.gov.uk/our-council/about-council/budget-and-finance/budget [Accessed 28 Mar. 2025].

Newport City Council (2024). Job profile. [online] Newport.gov.uk. Available at: https://recruitment.newport.gov.uk/ce0536li_webrecruitment/wrd/run/ETREC107GF.open?VACANCY_ID=488789UTrG&WVID=32373800AE&LANG=USA [Accessed 8 Apr. 2025].

www.ons.gov.uk. (2022). How the population changed in Newport, Census 2021 - ONS. [online] Available at: https://www.ons.gov.uk/visualisations/censuspopulationchange/W06000022/ [Accessed 28 Mar. 2025].

Oracle.com. (2020). What is Analytics? | Oracle United Kingdom. [online] Available at: https://www.oracle.com/uk/business-analytics/what-is-analytics/ [Accessed 3 Mar. 2025].

Soliman, I. (2024). HR leaders face growing challenge in finding skilled candidates, study finds. [online] Peoplemanagement.co.uk. Available at: https://www.peoplemanagement.co.uk/article/1891767/hr-leaders-face-growing-challenge-finding-skilled-candidates-study-finds [Accessed 9 Apr. 2025].

Torrington, D., Hall, L., Taylor, S. and Atkinson, C. (2020). Human resource management. 11th ed. Harlow, U.K.: Pearson Education Limited.

University of Oxford (2019). Happy Workers Are 13% More Productive. [online] University of Oxford. Available at: https://www.ox.ac.uk/news/2019-10-24-happy-workers-are-13-more-productive [Accessed 3 Mar. 2025].

Vivup (n.d.). Public Sector Employee Benefits | Vivup. [online] vivupbenefits.co.uk. Available at: https://vivupbenefits.co.uk/public [Accessed 8 Apr. 2025].


