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Write a short report in which you:
1. Compare two different types of organisation and their operational/business purpose.
1. Assess how business type and purpose affects the HR function.
1. Explain how different organisational structures and management roles can impact on the HR function.
1. Explain the role of the HR function in formulating organisational strategy.
1. Explain how organisational strategy is translated into HR strategy and policy


Organisations have had a Human Resources (HR) function, in one form or another, since the late nineteenth century.  Over time, HR functions have evolved and continue to evolve (Ulrich, 2016).  There are many reasons for this evolution, things that have influenced the way it is now shaped.   This report will look at how organisations influence the shape of their HR function by studying two companies and their varying HR function; explain how an organisations type, purpose, structure and management roles can affect the function; then explain the role of HR in strategies and how its own strategy is influenced by the organisation’s; before concluding. 

Two well known organisations to the town of Carmarthen are Hywel Dda University Health Board (HDda) and Wynnstay Group Plc.  While both are classed as large organisations, there is a vast difference between the number of staff employed, with HDda employing over 10,000 staff and Wynnstay employing approximately 1000.  Wynnstay is a private sector organisation offering customers products and services from sites in England and Wales, while HDa is a public sector organisation offering services to the local population across three counties – Carmarthenshire, Ceredigion and Pembrokeshire.  HDda’s secondary provision of health care contrasts with Wynnstay’s primary provision divided into two – agricultural goods and services, and its retail products.  

The business type of an organisation will impact on the function of the HR team.  The size, sector, culture, external environment all affect how the HR team functions.  
Typically, large organisations and those in the public sector, such as HDda, have large HR functions with roles/teams/departments carrying out specialised aspects (Taylor & Wilkinson, 2016). For example, HDda has a payroll department, terms and conditions department, organisational development department, workforce planning and development department, and numerous others.  However, HDda also employs Ulrich’s ‘three-legged stool’ model in that, whilst it has numerous internal HR functions, it also employs business partners and shared services for some HR functions (Wilkinson & Taylor, 2016).  The large HR function within HDda is essential, and its director sits on the board, as the health board has numerous obligations including legal compliance and reduction of public money spending (Taylor & Wilkinson, 2016).
[bookmark: _GoBack]Although Wynnstay is considered a large organisation, it has a relatively small ‘personnel department’ consisting of a team of generalist HR practitioners, each with areas of responsibility (Wilkinson & Taylor, 2016) For example its HR & Development Manager delivers on resourcing, recruitment, training & development, relations management and the monthly payroll process.  This is because the Wynnstay Group has grown rapidly in short period of time, employing a large number of employees to support its growing customer rate, without expanding its HR department.   
The position of the organisation in a global context – working within or across international borders – can also affect the HR function (Wilkinson & Taylor, 2016).  HDda is located within solely in Wales. When organisations operate across borders, however, various differences would have a large impact on HR, including legislation, tax, culture, education system and labour market.   Wynnstay, on the other hand, whilst predominantly located in Wales, does have shops in England.  Overall, this does not affect the HR function as they still located within the United Kingdom, however, any variances between the two countries must be borne in mind.

Culture can also affect the HR function in various ways – the culture of the HR function, the culture trend in the labour market, and the organisational structure and how it influences behaviour/performance (Taylor & Wilkinson, 2016).  
Cultural diversity within the labour market has affected HDda’s HR function due with the employment of economic migrants – doctors and nurses from overseas have migrated to the larger towns, where the acute hospitals are located, to earn more money or develop career.  This (and other factors) has resulted in an expansion in the Equality and Diversity department, necessitating the development of managers to be able to sensitively develop multicultural teams to operate successfully. The HR function should support effective/positive culture and attempt to change ineffective/negative culture (Taylor & Wilkinson, 2016).  In contrast, Wynnstay sites are predominantly in rural areas where there is typically less cultural variance in population, which could be why there isn’t a specialised department focused on this issue.
The type of organisation can also affect the culture of its HR function.  Over the years, the HR function within HDda has become both transactional and transformational.  This is due to it being a large organisation within the public sector.  The health board is under constant pressure to unequivocally transform the way its working in order to reduce spend, and to meet legislations in place governing the way it delivers its healthcare services to the population.
 
HDda have recently started undergoing a substantial change that will take ten years to complete.  In brief, the vision is to move access to healthcare to the local community and to make more use of technology in order to reduce admissions and duration in acute hospitals (Hywel Dda University Health Board, 2019).  This is having a considerable impact on numerous HR departments – organisational development, workforce planning, workforce development, equality and diversity, workforce, workforce intelligence, to name but a few.  One of the key enablers in this change is the millennials calling for agile working (Morgan, 2016).  All the new sites being built/refurbished will enable agile working for its employees, meaning heavy dependence on change management techniques.  This change is also requiring new behaviours in terms of communication.  Five years ago social media was blocked from IT users/employees in work. Recently, however, management have been encouraged to post (whilst adhering to current legislation) on various social media – such as Facebook, Twitter, LinkedIn – particularly in relation to the change underway (Morgan, 2016).
With medical advancements continually being made and changes in the use of technology, impacts on HR are increasing.  Telehealth and telecare are becoming more common, the use of robotics and artificial intelligence is not just a fantasy anymore, therefore HR must help the workforce adapt and face the ‘fourth industrial revolution’ or face a decline in the standard of patient care (Deloitte, 2018; Deloitte, 2018).   

The make-up of an organisation will also impact on HR function.  As stated, HDda utilises shared services for some of its HR functions, e.g. the administration of recruitment. These services are accessed by each health board within Wales and the NHS Wales Shared Services Partnership are an organisation in its own right under the umbrella of NHS Wales.  As such it has its own HR department, which does impact the HR function of HDda.  While all organisations under NHS Wales adhere to All Wales policies and procedures, there are still variances in the smaller details of how things are done on a day to day basis which can impact on service delivery cohesion.   
HDda is an organisation that is historically hierarchical in nature – the more senior the role, the more power/authority is held (Wilkinson & Taylor, 2016).  This is necessary in clinical settings where decisions affect a patient’s life and/or an employee’s registration.  However, in the non-clinical areas of the health board, while the banding of employees reflects the same hierarchy, there is a ‘lower power distance’ between senior managers, managers and other employees (Wilkinson & Taylor, 2016). 
Another important aspect of an HR professional’s activities would be to develop and maintain good working relationships with managers.  While an HR professional would play a role in the organisation’s performance management, it would be highly unusual for an HR professional to assign work and monitor and evaluate an employee’s performance.  This would typically fall to a line manager.  It is important for the HR professional and the line manager to work together to ensure that all employee issues are being handled correctly and is standardised across the organisation (Wilkins & Taylor, 2016).  While it is meant to be a two-way relationship, there is much the HR professional can do to ensure their objectives are being met such as ensuring information on aspects HR – e.g. policies and procedures – are widely communicated; as well as providing on-going training to line managers on how to implement these elements in their day-to-day management activities (Wilkins & Taylor, 2016).  

To meet business developments needs, stakeholder demands/expectations and remain competitive, organisations must create effective strategies (Taylor & Wilkinson, 2016).  These strategies support its long-term goals within a framework (CIPD, 2019).  The HR function can contribute to the formulation of the organisational strategies in various ways. To understand and contribute to these strategies it is important for an HR professional to comprehend how they are formulated.  There are three basic approaches – rational/classical (a planned exercise of analysis and formulation), emergent/logical incrementalism (a gradual formulation that starts off planned, but changes with trial and error), symbolic/radical (an unplanned formulation fitted around, and after, what works best) (Taylor & Wilkinson, 2016).  When a rational approach is employed by the organisation, the clarity of its strategic objectives is greater and therefore easier to contribute to, than if its strategies were emergent or symbolic.  
There are different ways HR can assist in formulating strategies:
*Providing quantitative data & qualitative insights on subjects such as trends, performance, sickness, vacancies, skills mix etc.  HR can be the link between the most senior management of an organisation and the ‘employees on the ground’ in gaining information.  
*Analysing & interpreting data of various subjects, including understanding to what extent the current workforce contributes to the position of the organisation (CIPD, 2018).  This could be done through electronic databases or specialist software, but also experienced and skilled HR professionals.
*Preparing position & policy papers, to present the information obtained in clear, concise and accurate ways that add weight and evidence to recommendations being put forward. 
*Communication of all HR matters relating to strategies, such as potential changes, new policies and/or procedures, payroll topics, ongoing development schemes.

When an HR function has contributed to an organisation’s strategies and understands how they were formulated, the function can then devise its own strategies. An HR strategy needs to be vertically integrated – compatible – with the organisational strategies, but also horizontally integrated with its other HR strategies to ensure operations can run smoothly (Taylor & Woodhams, 2016).  It is suggested that when HR strategies are not horizontally integrated, mixed signals are communicated with the workforce, resulting in negative consequences, even an organisation’s demise.
There are various methods HR can adopt to contribute to its organisation’s strategies, including ‘best practice’, ‘contingency’ and ‘resource-based thinking’.
The best practice theory suggests that there are a set of HR practices that will suit all organisations, and when applied will gain greater commitment from employees, thus producing high performance from all (Wilkinson & Taylor, 2016).  It is suggested that these best practices are linked to employees’ high commitment – flexibility, employee involvement, employee voice, performance-related reward, employee ownership, sophisticated selection, internal promotion, employment security, commitment to learning and harmonisation (Wilkinson & Taylor, 2016). This theory claims that when all best practices are employed by an organisation, the employee will feel valued and go beyond their basic role to ensure the organisation’s success.
The contingency, or best fit, models suggests that there is no magical formula, that while there may be common practices amongst organisations, each organisation will have practices that best fit its context (Taylor & Woodhams, 2016).  This model can help align HR strategies with the organisation’s.  Michael Porter suggested that there are three ways of using the contingency model to be competitive – cost leadership, differentiation, and focus. (MindToolsVideos, 2017).  If an organisation opts for cost leadership, meaning reducing service/product costs to increase profits, HR would need to develop strategies that focus on keeping spend on resources to a minimum. The results of this could mean recruitment and retention issues or low morale and performance.  If an organisation opts for differentiation, offering unique products/services, the strategies HR need would focus on strategies that encourage innovation and high quality.  This would impact communication/marketing, recruitment and retention, research and development etc.  However, if an organisation decides to focus on specific/niche market – such as a particular geographical area – they would also have to adopt a cost leadership or differentiation approach alongside it. 
The resource-based thinking approach takes another look at HR strategies, suggesting that organisations should develop HR practices around their current employees’ knowledge, skills and experience (Wilkinson & Taylor, 2016).  This approach starts with capturing all current resources in terms of strengths, then developing key practices that will protect and develop them over time, strengthening the position of the organisation and providing that competitive edge.  This focuses on strengthening the efficiency of the current workforce before/whilst acquiring more resources/employees if needed.

This report has compared two different organisations and studied how their type, purpose and context have affected the structure, size, influence of its HR function.  It is clear that HR can be a strength to its host if utilized fully and appropriately, no matter the context.  It is also clear that all HR strategies should not only be compatible with each other but be compatible, and complement, the organisational strategies to ensure long term success.
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