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Understanding the Business Context of HR
Activity 1
The two organisations which will be compared is Folly Farm Adventure Park and Zoo (FF), and Dyfed Powys Police (DPP). Folly Farm sits in the private sector in the Leisure and Tourism industry whereby their goal is to maximise profits. As a seasonal business, they make most of their profits in the holiday periods. DPP is a public sector organisation who provide a service to the public in safeguarding communities. Their main goal is to provide the best service possible and keep crime to a minimum. 
FF hires up to two hundred staff in the peak season and approximately ninety to one hundred all year around. The HR team is made up of one head of department, one personnel manager who looks after the rota and holidays, one operational HR manager and a HR officer. In comparison, DPP is a much larger organisation. It has up to two thousand permanent members of staff/ officers across four counties. The HR team, sits under the title, ‘Peoples Services’ which is split into the following:
· Workforce planning: who carry out the bulk recruitment processes e.g. police officers
· HR Business Support Unit (BSU): those who carry out transactional services e.g. issuing contracts and monitoring holidays
· Training and Development: who help organise and carry out training 
· Divisional HR: a strategic role whereby a HR officer sits out on each division (plus HQ), helping implementing strategy.
In addition to this there are five senior managers, both generalists and specialists who help support these teams and a head of people’s services. Specialist managers advise on different topics. The benefits of this are that they tend to be experts in their field and can give better advice on a given topic. The drawback of this is that you could be waiting for a response for longer, as it may only be that one individual who can help you (Taylor and Wilkinson, 2016, p.47). It also means that your line manager, may not be able to help you with all of your queries and thus you spend time trying to find out who can. In FF, line management are generalists, and as Wilkinson and Taylor would suggest (2016, p.45), are able to provide advice on nearly all topics, but may not necessarily be as knowledgeable in certain fields as a manager in DPP. Compared to FF, DPP is significantly larger and hence roles have had to be more clearly defined (Roberts, 2016, p.170). The HR service is also delivered over several sites, not just one. The benefits of this are that an efficient service is delivered, and expectations of individuals clearly defined. The downside is that the organisation can be so large, processes and decisions take time to implement, and communication can often be an issue. An issue also highlighted by Taylor and Wilkinson who state that this limits an organisations ability to “add value” (2016, p.47). 
Organisational structures impact the HR role. In DPP, it is more bureaucratic because it sits in the public sector. There are various layers of line management, and it is so large that often communication is lost and change slow. However, it clearly defines who has ownership of what and there is a clear process in decision making (Roberts, 2016, p.170). In FF, it tends to be more of a matrix structure, as the team is pulled in various directions, reporting to their own line management as well as those of other departments. This does allow a consistent HR approach to be carried out across all departments, however lines can be blurred, and politics comes into play when answering to various departments in contrast to DPP (Roberts, 2016, p.170). 
The HR function in FF, are largely concerned with reducing staffing costs for the company to maximise profits. This includes recruiting the correct number at different points of the year. It can be challenging to get this 100% right, as it is difficult to predict exact guest numbers and therefore demand. The head of HR will also look to try and streamline processes to be as efficient as possible. HR are very operational and have not adjusted as many have (CIPDc, 2020). 
Alternatively, DPP is not concerned with profits but with service. Indeed, they have budgets to consider and increasing police demand to contend with, however the HR team take a more strategic approach and aim to develop and improve existing practices. The police are funded by the taxpayer and so have standards which are expected of them (Wilkinson and Taylor, 2016, p.46). The overall aim in doing so, it to develop DPP’s people and their capabilities to improve its service delivery for the public. This can be done by changing processes, investing in line managers etc. 
HR play a key role in formulating organisational strategy. Strategy can be defined as, “A strategy is the pattern or plan that integrates an organisation’s major goals, policies and actions into a coherent whole” (Quinn, 1980). The aim is to get the most from your human capital, to improve organisation performance (Roberts, 2016, p. 165). HR need to be aware of which sector they sit in, and the organisations unique, individual needs (Taylor and Wilkinson, 2016, p.58). There is no one way to approach strategy, and the debate between best practice and best fit continues even today, with the majority adopting Ulrich’s model and those still following ‘traditional’ HR (Swift, 2016, p.2). There are three approaches which are widely considered to be the common approaches to creating strategy (Wilkinson and Taylor, 2016, pp.58-9):
1. “Rational/ classical”: strategy is created by the senior team, conducting a SWOT and PESTLE analysis.
2. “Emergent/ logical incrementalism”: strategy forms itself naturally over time and an organisation will base its objectives from this.
3. “Symbolic/ radical”: strategy changes quickly in reaction to the market and its competition. Wilkinson and Taylor argue that outlining strategy is usually a formality that comes afterwards just to “give…credibility” and not the best approach to use (2016, p.59).
The size and sector of an organisation can further impact on the speed of which change takes place. This determines which of the three listed approaches is adopted. For example, if change is expected to be straightforward in nature and carried out slowly, the organisation is likely to use the classical approach. In contrast, if change is happening quickly, the radical approach will be used (Wilkinson and Taylor, 2016, p.60).
When creating and implementing strategy, it is important that HR factor in the organisation’s overall business strategy, which is impacted by external factors. Additionally, it is vital that new policy fits in line with various other internal policies and that a consistent approach is maintained (Farham, 2015). The main external factors to any organisation are (Farham, 2015):
· Socio-cultural: a current example of this could be the BLM or “Me Too” movement. This could force HR teams to review diversity and look to take positive action in their recruitment campaigns; looking to represent those ethnic minority groups better. The “Me Too” movement may encourage the HR department to review sexism or prejudice in their organisation. It could lead to a wider piece of work looking sexual harassment.
· Technological: as technology develops, an organisation may look to adopt various systems and therefore policy will have to align with this. It could encourage more agile working and thus a policy will have to be implemented.
· Economic: this will affect different organisations depending on what sector they sit in. In the public sector, tax and government spending has a direct impact on funding and budgets. In the private sector, public spending determines profits. In a recession, the consumer spends less which means a profit focused organisation is likely to be detrimentally impacted.
· Environmental: this is having an increasingly important role on organisations. Increasingly, companies are expected to adopt and promote sustainable methods to reduce their carbon footprint. This is good marketing for private businesses.
· Political: Brexit can be used as an example here, offering both opportunities and threats to private companies who perhaps buy in stock from EU countries for example. For the public sector, the party in power and their policy will determine funding, as mentioned previously.
· Legal: Government guidelines and law impact on any business. Health and safety is included in this, and has moved to the top of the priority list for most organisations during the coronavirus pandemic. Many policies would have been impacted by this, and due to its complexity and speed of which the pandemic took place, and policy adopted related to this is likely to be radical in approach (Taylor and Wilkinson, 2015, p.60).
· Ethical: HR are expected to champion good ethical practice. Again, the coronavirus pandemic can be used as an example here. Some organisations have fallen into trouble by taking advantage of the furlough scheme and forcing workers to work when they were entitled to be off work to remain safe, whilst still claiming the 80% back. 
HR have a vital role in converting business strategy into HR strategy and therefore policy. The external factors stated above must be considered in this. Farham points out that the HR practitioners must have the knowledge and understanding in the first place, to carry out this task effectively (2015). Cummings and Worley outline six stages which will be looked at in greater depth (2015):
1. Entry and contracting
2. Diagnosing
3. Collecting, analysing and feeding back information
4. Designing interventions
5. Managing change
6. Evaluating and institutionalising change.
In most cases, for change to happen it needs to either be backed or brought forward by someone senior in the organisation. Depending on the organisation, HR can have varying impact here (Roberts, 2015, pp.186-7). In larger organisations they are likely to already have a seat at the table and will probably have more influence than say, a small family business who has a smaller HR team. Where HR are heavily involved, they will undoubtedly have multiple meetings with senior managers, directors, stakeholders to discuss the issue which needs addressing and the best approach to implement change (Roberts, 2015, p. 187). 
This leads to the diagnosing stage whereby in the meetings, the individuals involved will analyse the issue. HR may look at one of their policies to see where improvements need to be made to make the change and implement the strategy, or even create new policies (CIPD, 2018). Data will need to be obtained to do this effectively. The CIPD push HR practitioners to use an evidence-based approach, thus HR should be championing this and pushing for it in these discussions (Taylor and Woodhams, 2016, p.8). Examples of this is running reports on internal systems, conducting interviews/ focus groups with staff, surveys and making observations. This evidence is then reviewed, and the senior leader/ board of relevant practitioners will then decide what needs to be done, in some cases putting a benchmark in place to measure the success (Armstrong et al, 2018, p.9). HR should be part of this decision process (Roberts, 2015, pp. 187-8) and should contribute by putting forward how the workforce’s capabilities can be maximised (CIPD, 2018) and then translating that into policy (Armstrong et al, 2018, p.7). 
Following this, the practitioners need to decide what the change will look like. An example Roberts gives is HR reviewing and altering reward practices to increase employee satisfaction and commitment to the organisation (Roberts, 2015, p.188). Phillips and Phillips mention that commitment to the organisation is an ever-increasing priority for HR to maximise human capital and “add value” (2014, p.133). 
HR contribute majorly by managing the change once it is implemented. Roberts makes reference to Lewin’s ‘unfreeze-move-unfreeze’ model. Essentially, HR need to aid in the transition in adopting new policies and practices by eliminating old attitudes and practical approaches and encouraging staff to adopt the new changes. Roberts refers to Cummings and Worley’s claim that it is HR’s responsibility to manage the change and motivation of the workforce during this period (2015, p.189).
Finally, those practitioners then need to decide whether the change has been successful. This may take years to do with some strategies, but HR should monitor this throughout. KPIs will be used as a tool here e.g. reviewing stats such as productivity levels, or metrics such as absence levels (Roberts, 2015, p.189).
In developing any strategy, HR have a role to play in ensuring it is communicated correctly to the workforce. Wilkinson and Taylor suggest that in organisations where HR play a more strategic role, they will often use line managers as a tool to do this. The key thing here, is to ensure the workforce understands why the change is happening, and what benefit it will bring to the organisation to help control the “uncontrollable” i.e. emotion and reaction. Controlling the “controllable” should come during those initial discussions (Wilkinson and Taylor, 2016, p.32-3). 













Activity 2
	



Political
	Political parties determine funding and therefore budgets and resources which can be utilised. Different parties have various policies on tax. It is the taxpayer who funds DPP.

HR IMPLICATION – As DPP is funded by that taxpayer, there is a level of expectation expected from the organisation. It should be leading the way with high standards, particularly in its HR department (Wilkinson and Taylor, 2016, p.46).  With more funding, HR have more opportunities. For example, can recruit more. This could be more PCs to ensure that communities are safeguarded, it could be more HR officers to help in that strategic role and help develop practices and policies. 

	




Economical
	State of economy determines funding as consumer confidence may determine tax policy which has a direct effect on the public sector. For example, a labour government may choose to spend more, potentially resulting an increase in tax and more national income allocated to the public sector.

HR IMPLICATION – A similar implication to that of political change. Another way of viewing this is if there is social unrest due to economic uncertainty. A poorer society could lead to increased crime. Therefore, increased demand on the police and perhaps a need for more operational officers. This could result a change in recruitment and training policies to recruit faster and more effectively. 

Phillips and Phillips also point out that demographics can often affect an organisation. DPP is based in Pembrokeshire which is considered to have an gaining population. This has an impact on retirements and succession planning (2014, p.131)

	









Sociological

	The ‘Me Too’ movement has sparked discussions around sexual harassment, gender discrimination, gender equality etc. 

The ‘BLM’ movement has caused some social unrest – a direct effect on the police. It could also encourage organisations (including DPP) to assess their own diversity policies and practices. DPP is based largely in a rural demographic and as a general trend there tends to be less representation of those in ethnic minority groups in this part of the UK, when you compare to various cities e.g. London. Therefore there, as we saw, is likely to be more unrest in these areas than DPP.

HR IMPLICATION – This could lead to a change in policy. The ‘Me Too’ movement could result in more work surrounding sexual harassment policies in the force. 

Similarly, the BLM movement could lead to focus on positive action and increasing and retaining the number of employees in the organisation from ethnic minority backgrounds. Again, it could result in policy change/ updating of any policies relating to racism/ discrimination. There could be individuals within the organisation who want to attend a protest. In these circumstances, employers are being encouraged to allow them to take either annual leave or unpaid leave (XpertHR, 2020).

	











Technological
	Intranet systems allow increased flexibility and efficiencies in an organisation (Phillips and Phillips, 2014, p.131). DPP has taken advantage of these technological advances using an online rota, sickness management, working time and occupational health systems.

Skype/ Teams etc. allows easier communication, particularly useful when the workforce was encouraged to work from home in the pandemic. Also a result of globalisation.

Automation increases efficiency and leaves less room for human error.

Social media advertises social trends and news. It can also be used as a platform to promote messages and advertise jobs for example.

HR IMPLICATION – Better technologies could mean that automatic creates the need for a smaller workforce to be cost effective. Therefore, the HR team may need to look at redundancies and/or restructuring the human capital.

If better technology changes the way we communicate, HR must ensure an agile working policy is in place, so that it is clear to the workforce what the organisation expects when they are working from home. 

HR must ensure effective training is delivered for employees to use the intranet systems effectively. 

	


Legal
	Brexit is likely to have a huge impact on the whole of the UK not just DPP. It could result in changes to employment law, tribunals, legislation etc. HR will have to formulate policy around this.

HR IMPLICATION – Although as it stands, the UK has retained its laws from the EU. In the future, it is unclear as to how the UK will interpret particular scenarios, e.g. employment law standards, as we have been guided by EU standards for a number of years (Newman, 2021). 

	








Environmental
	Public sectors have high standards as funded by the taxpayer. Hence there is a moral expectation that they must uphold. Over the last few years, concern over the environment has been at the forefront of the news, therefore there is an expectation that DPP sets an example.

HR IMPLICATION – HR needs to communicate this expectation to its staff, and suggest ways that as an organisation, they can make their positive contribution, e.g., going paperless. It is thus, down to HR to communicate this either themselves, or via supervisors or artwork around the stations. A lot of these decisions are likely to come from other departments, but as HR are increasingly included in those sorts of conversations (Perkins and Johns, 2016, pp.70-1), it is vital that they ensure the human capital side of things, are on board with this message.

There are also an increasing number of protests relating to this, which has a direct impact on the police. More resourcing is required to deal with this demand which HR must consider, as this has staffing implications. But also, they must be mindful that there may be members of their staff who want to participate in these protests. Here, HR must ensure that these individuals partake in any campaigning in their own time (Simpson, 2019).



	

Strengths
	Publicly funded so not clouded by profit, service remains top priority.

HR IMPLICATION – As DPP is publicly funded, there is a high expectation which goes with this. HR must promote best practice and ensure it is reflected in all policies and procedures.

	

Weaknesses
	Bureaucratic structure means communication can often be poor. Lots of levels of authority can also be disheartening and messages lost. Some employees may be contributing work to a project and do not know why they are doing it. This leads to demotivation. For those wanting to move up the ladder, it is also many steps to hit their intended goal perhaps.

HR IMPLICATION – Change can often be slow due to the bureaucratic nature of the organisation (Roberts, 2016, p.170). This should be considered when implementing strategy and altering any policy. Effective training should also be filtered to the line managers to ensure this is implemented. 

	




Opportunities
	Covid-19: agile working policy, savings on bills due to a large proportion of the workforce working from home, 

Social media enables DPP to quickly share messages, appeal for witnesses etc. It is also a platform that can be utilized to advertise jobs. 

HR IMPLICATION – Having a bureaucratic structure clearly outlines the reporting lines and levels of which matters should be discussed. HR must focus on communication and ensure this travels out to all staff where applicable to avoid resentment and demoralisation, as well as inefficiencies. 

Social media can aid in widening the candidate pool in recruitment processes and thus can have a positive effect. 

	




Threats
	Covid-19: resourcing has been stretched due to officers/ staff being off work or not able to carry out full duties as they could be absent with sickness from Covid or self-isolating. It has also had a detrimental effect on employees’ mental wellbeing. It can be quite isolating working from home. This can result in more going off work with stress related sickness. It has also meant increased demand on an already busy Occupational Health (OH) department. 


HR IMPLICATION – HR need to ensure support is in place for individuals. Extra supervisory training may be required here, or communication going out to remind supervisors of the tools they have, to support their teams. Absences and OH referrals should be monitored by HR. 



The tools used to assess DPP’s organisational and business environment are the PESTLE and SWOT analysis. The PESTLE tool focuses on external factors which may impact the organisation and therefore strategy (CIPDa, 2018). The SWOT analysis does this, but also considers internal factors. HR must adapt to these factors (Phillips and Phillips, 2014, p.130). The factors which are having the biggest impact on DPP are summarised below.
The Covid-19 outbreak has had a major impact on DPP, and so has thrust Health and Safety up the list of organisational priorities. This has resulted in an opportunity for DPP to speed up their agile working strategy. An agile working policy was constructed must faster than usual. Being bureaucratic in structure, making changes can often be slow and clunky in the public sector but this was a radical change in policy, reacting to an external factor (Wilkinson and Taylor, 2016, pp.58-9). This enabled those able to work from home to do so. Consequently, the force has saved a lot of money on energy costs, also having a positive environmental impact. This has not been without its challenges. It can often be more difficult to manage a team this way, and there can be a negative mental impact of not seeing your colleagues and having that routine. However, this agile working has been majorly positive whereby post Covid, those wanting to work from home are now able to do so and all teething issues ironed out. Technological advances, such as the development of Skype and intranet systems has assisted in this of which DPP has taken advantage of. These platforms of communication have been essential in increased globalisation (The XpertHR Podcast a, 2020).
Politics and the state of the economy have a direct impact on DPP being in the public sector. It determines how much money we receive and thus budgets and resources which can be dedicated to certain tasks and projects. If the political party in power decided to increase public sector spending and gave the police more money, then it would allow to increase the number of police officers on the street and therefore crime should be reduced. This in turn has a positive impact on society. 
Sociological factors such as the ‘Black Lives Matter’ (BLM) movement have had an impact on DPP. It has encouraged us to look to our own organisation to assess diversity and identify continuous improvement opportunities to promote those sat in the ethnic minority group. The HR team has a Positive Outcome Officer whose role it is to assess how successful we have been doing in this area. This has a direct influence on our recruitment campaigns. 
Finally, Brexit will have an impact on DPP. It is likely to mean changes in laws, legislation, and tribunals (Daniels, 2019, p.10). Policies may need to be amended to reflect these changes, and ensure best practice is adopted (The XpertHR Podcast b, 2020). 
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