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After 30 years working for a small private limited construction company with approximately 70 employees I moved to a large public sector organisation with nearly approximately 1950 employees.  Dyfed Powys Police is one of the largest forces in the UK covering an area of over 4000 miles including many rural areas.  Public expectation of us is high but we are dependent on government funding and recruitment targets including gender and ethnicity which can be difficult for us due to demographics.  We have a large HR function made up of Generalists and Specialists with a ‘best practice’ tradition.  As Bach (2010) notes, the decisions we make need to be transparent and publicly accountable as we are custodians of public funds.  We also have separate trade unions for Police Officers and Staff and are part of the 57% of the UK workforce that are members of a trade union (Van Wanrooy et al 2013).
The construction company was a typical private sector company with a sole HR function dealing with all issues.  As detailed in (Taylor and Wilkinson 2016) I was classed as a Generalist as I took responsibility for all HR activities dealing with staff informally with no practices such as inductions, clear disciplinary, performance appraisals or written policies, as explained in (Edwards & Ram, 2010). The function was transactional with no scope for any transformational or strategic HR and was very much a top down approach.  All decisions were made by the Directors with no scope for any input from HR or Line Managers.
	Small Private Limited Company - Construction
	Large Public Sector Organisation – Police

	Small personal HR Function
	Large HR Function made up of Senior Managers, Specialists and Generalists

	Easier to move up the ladder due to in house decisions
	Published policies covering all areas

	Greater variety of job descriptions
	Various Unions and Consultative Groups

	Less bureaucracy
	Service provider – government funded

	Greater fluidity for changing jobs
	Employee benefits

	Higher pay
	Job security




Many HR functions have suffered from redundancies during the pandemic, especially in sectors that have suffered from the economic downtown (People Management, 2020). Within Dyfed Powys the demand on the HR function has increased and we have recruited extra colleagues to assist.  In a survey carried out by People Management in September 2020 the perfect HR-employee ratio was 1:100-150 which is aligned with the number of HR team within our current function.  Our objective to ‘prevent crime and safeguard our communities’ influences the function as we have to ensure that staff wellbeing is being managed to keep our staff numbers at full strength.  To prevent absence levels increasing we have supportive plans to maximise effectiveness and also provide occupational health and wellbeing services. 

Workplace culture is vastly different in these two organisations.  (Balogun & Johnson, 2004) defines culture as ‘the way we do things around here’ and in the construction company this wasn’t necessarily the right way to do things.  The company was micromanaged and the employees had little or no respect for the owners which led to a negative workplace culture.  

Within Dyfed Powys Police role culture is prevalent as we have numerous formal rules and regulations but also achieve a positive workplace culture where employees feel valued and are aware of the organisations strategy – this was recently highlighted in our feedback from the Investors in People Gold award recently achieved and also our annual Staff Survey carried out by Durham University. We follow the Alexander (1985) strategy implementation by communicating the idea to gain ‘buy in’ from the employees, ensuring that the resources are in place to deliver and implement a successful plan.

(Mindtools, nd) tells us that the culture within a workplace has a huge impact on organisation’s productivity and environment.  Gerry Johnson and Kevan Scholes developed the cultural web in 1992 which can assist in assessing and improving organisational culture.
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The Cultural Web looks at the culture within an organisation as it is currently, how we would want it to be and identifies the differences that are needed.  There are six elements called the ‘paradigm’ and by analysing these you will be able to see what is working, what isn’t working and the changes required.
Within my current role the HR function is transformational and has close weekly links with the hierarchial structure to ensure that the organisation’s strategic objectives are being reached.  It is important for HR to become a business partner and gaining a seat requires excellence in areas such as change and strategy (Ulrich, 1997) along with delivery of HR and personal credibility (Ulrich and Brockbank, 2005). In DPP everyone is aware of their role and the Senior Managers within the department are compassionate.  Even though the organisation is bureaucratic it is very much a bottom up and interactive formula with different areas working together to reach our strategic objectives. We are governed by legislation and ‘red tape’ and decision making can be slow due to consultative processes, however this practice changed during the pandemic when rapid decisions in relation to working practices were needed. We still adhered to the guiding values and principles of our strategy but were able to implement urgent arrangements for remote working, separation of emergency departments (999 call handlers) to prevent any possible spread of Covid and technology provision which was implemented overnight. As unexpected changes happen organisations must be prepared to amend their practices. 
(The Guardian 2019) discusses the emergence of the Netflix founder, Marc Randolph who changed the history of TV by introducing streaming.  Free trials and deals allowed him to grow his subscriber list and the leading chain Blockbuster turned down a chance to purchase the small enterprise even ‘laughing’ at his ideas.  By changing the practice to move with the times Netflix now has over 150 million subscribers whereas Blockbuster is no longer operating.
(Quinn, 1980) describes strategy as the organisational plan integrating goals, policies and actions into one and People Development 2016 tells us that organisations that are strategically successful are organisations that value the assistance of the HR function to develop, implement and deliver their strategies.  (CIPD, 2020) tells us that the HR function manages the people using a framework which will support the goals and objectives. HR understands the workforce and works with the Managers to ensure that they have the right number of skilled workforce to achieve the objectives.  Strategic goals are achieved by combining strategy and culture – the strategy is what is going to be done and the culture is how – both are required as a positive culture will ensure that employees are productive to reach the goals.
Organisations have recently faced a period of rapid change and disruption due to the Covid Pandemic.  HR has played a vital role throughout this period, ensuring that the workforce has been supported and received clear and appropriate communication.  Strategies have had to be amended and adapted and the traditional models followed have been replaced by project teams and virtual structures to allow flexibility (CIPD 2020).  HR has been called upon to provide increased data, organisational insights and to identify risks.  HR are responsible for providing various types of outcome data to identify any obstacles or risks that may impact the organisations and to develop insights to help formulate strategic decisions making people analytics an important element in strategic decision making (CIPD, 2020).  
(Taylor & Wilkinson, 2016, p.61) tells us that organisational strategies following a classical, rational approach make it easier for HR to manage but it is not as easy in organisations that use emergent strategy formulation as the priorities are not always as clear.    Michael Porter’s (1985) model identifies three core strategies to follow:
· Cost leadership (value for money) – HR strategy – keep wages bills low and manage morale, retention and recruitment or pay well and increase productivity.
· Differentiation (via quality enhancement or innovation) – HR strategy – specialist skills recruitment, risk taking, think creatively, high pay and good training and development.
· Focus (using cost leadership or differentiation in a niche market) – either of the above but in one geographical area, one age group, one sex etc.
Porter claims that organisations will have a higher chance of success by choosing from the three strategies and will compete effectively producing goods and services that will be more innovative, better quality and cost effective.
When developing strategies there are three approaches:
· Best fit/Contingency
· Best Practice/High Commitment
· Resource Based thinking
Best fit is the contingency approach where what works well in one organisation may not work well in another.  Vertical and horizontal integration are key in formulating strategies – vertical is the link between HR, business strategies and external forces and horizontal is the fit between HR strategies and practices.  The greater the degree of vertical and horizontal integration the more effective the HR strategy.
Best Practice and high commitment are where the universal best practices result in organisation performance, lower absences, improved culture and employee commitment regardless of size or type of organisation. 
Resource based thinking is described as ‘inside out’ thinking rather that ‘outside in’ (Taylor & Wilkinson ,2016, p.62).  Organisations look at their existing resources to establish strengths.
Within Dyfed Powys we work to ‘Best Practice’ and are constantly looking to improve our processes.  Within recruitment we have reduced our interview panels from four to two with a HR representative observing. Google carried out a study which identified that the ideal number of panelists should be four or fewer.  Studies showed that decisions were the same 95% of the time whether there were four or less panel members.  This has led to us saving resources and time in the interview process. (Bamboo HR, 2018)
It is important for the HR Function to have a framework and Deloitte developed a 10 step generic strategy framework to help companies develop their HR Services.  
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	Deloitte’s 10 step Strategy Framework

	Understand the business strategy
	Identify impact of market forces, trends etc. on HR strategy

	Define HR strategy
	Outline how the organisation will address challenges to achieve objectives.

	Segment HR customers
	Review policies, programmes and practices and identify critical workforce and assess needs to achieve results

	Prioritise HR investments
	Review HR project costs, benefits and focus

	Design HR services
	Provide HR services and solutions

	Ensure HR service delivery 
	Analyse and assess current model and revise if necessary

	Establish HR capabilities
	Identify and recruit required skills and competencies to deliver strategy

	Improve HR operations
	Use qualitative and quantitative analysis to assess efficiency

	Build HR brand
	Design, develop and communicate HR value 

	Measure impact of policies
	Use KPIs and scorecard to measure value and costs


(Personnel Today, 2002) tells us that once the framework is set up the HR function needs to ask the following questions:
‘What are we not yet doing?  What does the business need us to do? What do we need to stop because it is not adding any value?  What are we doing that is supporting and worth continuing?
Ultimately it is important that the workforce are involved in the strategy being formed as this will help the organisation to achieve its’ objectives and will also result in higher performance. A well-defined strategy will clarify the HR Teams role. (Personnel Today, 2002) The strategy will have a framework which will tell the organisation the size, structure and resources required to deliver and it will also that the function’s activity is aligned to the objective in order to achieve success.
(Capelli, 2015) tells us that HR are responsible for highlighting why the issues that it deals with are important to the business and how they manage them. It is important that the function looks to the future and doesn’t set up frameworks and policies after events but rather plans for all situations ie. too late to set up a health and wellbeing strategy from low employee engagement and productivity and high absence – HR needs to take a proactive and preventative approach by developing strategies to highlight what they care about and why.

Activity 2
PESTLE  ANALYSIS 
Rough notes included in analysis
	
	Factors affected at Dyfed Powys Police
	Impact on HR
	Rough notes

	POLITICAL
	Brexit uncertainties





Brexit demands on resilience

Welsh election will affect policing, crime policy and plan
	Increase in public concern (medium)



Increase recruitment (high)



Coronavirus Bill impact – frontline staff changes communication (medium)
	Uncertainty around changes arising from Brexit will increase concern due to loss of EU security systems and databases – will this lead to an increase in terrorism threats
New regulations on Ports will put pressure on existing resilience already stretched – enough budget to increase?
Providing a National effective response to tackle the current pandemic – ensuring all temporary changes are communicated

	ECONOMIC
	Economic downturn - austerity

Social unrest


Effect of Covid on economy
Voluntary sector


	Demand on services and reduced budgets will have an effect on policing – increased financial management
Ensuring full resilience 

Investigate cost reductions in preparation
Increase voluntary sector contribution
	Struggle to meet demand due to reduced home office funding- look at budget management for savings

Amend shift rotas to ensure resilience in areas of concern – budget cuts will affect ability to respond
Possible redundancy

Explore options for services from voluntary members of staff to decrease costs

	SOCIAL
	Increased remote working
Increase engagement with minority ethnic groups
Mental health impact after Covid will increase demand

Demographic profile
	Influx from cities to local area would increase demand on vacancies
Increase attrition rate for BAME groups
Wellbeing strategy implementation/Coaching and mentoring

Encourage youth engagement activities and find solutions for increased demand on services from ageing community
	Use online platform for all recruitment processes and online tests to reduce pool of applicants
Set up workshops and familiarisation events
Ensure that all staff are provided with wellbeing support along with coaching and mentoring training to assist colleagues

Change perception of youth and introduce engagement activies with partner agencies – police force of the future
Ensure effective collaboration between service providers including sharing of data and services

	TECHNOLOGY
	Technology provision to improve processes and outcomes

Automation – AI -

Increased risk of cyber crime 

Social Media

	Ensure staff have access to extra technology required for home working and training.
Increase automation of processes 

Ensure policies available and awareness of threats

Increase use of social media to engage

	Assess budget to provide more IT equipment and deliver virtual training
Elements of recruitment process now carried out by online platform – look at other potential savings

Information to be provided and courses set up regarding cyber crime and handling sensitiive data for all staff.
Increase use of social media to engage with a wider audience and to respond quicker to enquiries

	LEGAL 
	Employment law changes due in 2021

New 'right to work' checks to be introduced following Brexit
	Ensure staff are aware of changes and policies updated

Policies and platform updated
	Update policies relating to unpaid carers rights, extended neonatal leave and flexible working.
Ensure recruitment policy and recruitment platform is amended to meet the updated amendments, working time directive

	ENVIRONMENTAL
	Green technology and reduction in energy costs

Terrorism Risk

Climate change – extreme weather
Police and Crime Commissioner election changes
	Investigate reduction costs – electric vehicles, lower energy costs from home working
Ensure full resilience in WECTU (terrorism unit) and Ports
Recent changes in weather puts extra demand for resilience
Ensure public are aware of processes and OPCC role – holding DPP to account
	Provide information on possible savings from a budget and green perspective.  No travel due to virtual meetings
As a force always on high alert for terrorism threats – ensure staff are fully aware of risks
Emergency training so prepared for situations as they arise
Introduction of community safety measures and to increase public satisfaction 


SWOT ANALYSIS 
	DYFED POWYS POLICE

	STRENGTHS
	WEAKNESSES

	Public and community service
Accreditations – excellent employee engagement
Flexible and remote working to assist work/homelife environment for staff
Transparency
Location – attractive to recruits
HR Strategy plan
Professional staff
Training provided
Low employee turnover
	Ageing workforce
Manpower to deal with increased demand
Lower pay scales for new recruits than other forces
Lack of buy in for current PDR process
Inadequate communication
Beaurocratic and slow decision making


	OPPORTUNITIES
	THREATS

	TNA for succession planning
Agile working to increase talent pool 
Improved distribution on training courses due to move to virtual delivery.
New workforce plan implementation
Increase communication
Increase in technology streamlining processes
New Employment Law changes will give employees more opportunity
Improved coaching and mentoring of staff
Increase diversity of Force
AI – Cognitive Technology
	Increased demand for services 
Home office budget cuts
Covid 19 impact
Newly introduced PC recruitment programmes causing early exit of recruits
Timespan of PC training from intake to being independent
Brexit changes
Employment Law changes will impact on resilience
Reduced workforce due to AI



3.
When developing a organisation’s strategy there are tools that are used to analyse the internal and external influences which help the organisation to prepare and plan for the future and guide strategic decision making (CIPD 2020). The two most common analysis tools are the PESTLE and the SWOT.  A PESTLE analysis looks at the external factors – Political, Economic, Social, Technology, Legal and Environmental and allows teams to assess their impact on the organisation.  A SWOT analysis identifies the Strengths, Weaknesses, Opportunities and Threats and helps teams to identify what they do well, what they don’t do well, how to identify opportunities and minimise risks.
(CIPD 2020) tells us that many organisations use these analysis tools regularly for strategic business planning, workforce planning, marketing planning, product development and organisational change.  Analysis can be conducted annually or even every quarterly as is done is larger organisations which allows them to keep abreast of changes in the business environment.
Within my analysis it is obvious that Covid and Brexit have had major impacts on the organisation with high levels of uncertainty.  Covid has changed our working practice and has shaped our future working practices with 90% of staff currently home working and with our recently formed ‘Smarter Working’ group already looking at future working arrangements.  This has also had an impact for employee wellbeing while staff try to balance work/home life and it is likely that the way we work will change forever due to the pandemic with both positive and negative impacts. (Deloitte 2020)
The Deloitte Insights report details examples of Public Sector organisations over the world that have been impacted by cognitive technology.  Considerable savings which are highlighted by Deloitte’s analysis on artificial intelligence shows up to 25% working hour savings which would have a considerable impact on budget – we as a public sector organisation already have processes that are moving to being automated with plans for further systems in the future.
Changes in legislation and employment law also affects our organisation.  Whilst the upcoming employment law changes benefit our workforce they also impact resilience and this needs to be allowed for in future workforce planning.
Government budgets are very impactive on our organisation. We have to meet the required intakes set by the Home Office in order to receive the funding.  Constant reduction in budget and heightened public demand for services has an effect on our workforce which as a HR function we have to deal with on a daily basis.  
The ageing workforce also has an impact on the HR function.  With the increased age of working officers there has been an increase in flexible working requests and redeployment due to limited duty requests.  Accommodating officers in new roles has allowed us to retain staff with specific skill sets but has also had considerable financial implications due to having to up-skill staff due to technological changes and also impacted resilience in certain geographical areas, as we are unable to bring in replacement officers as the recruitment process can be lengthy and we are governed by budget and home office allocations.
The analysis has identified many areas with positive and negative implications to our organisation but by carrying out this analysis we have a better awareness and understanding of the future changes that may impact on us which will allow us to make decisions.



Bibliography

Allen, L. (2002). Developing HR strategy: 8 steps towards delivering a successful HR strategy - Personnel Today. [online] Personnel Today. Available at: https://www.personneltoday.com/hr/developing-hr-strategy-8-steps-towards-delivering-a-successful-hr-strategy/ - Accessed 15 February 2021
BALOGUN, J. and JOHNSON, G. (2004) Organizational restructuring and middle manager sensemaking. Academy of Management Journal. Vol 47, No 4. pp523-549. 
Bush, T. 2019). What Is PESTLE Analysis Used for?. [online] PESTLE Analysis. Available at: https://pestleanalysis.com/what-is-pestle-analysis-used-for - Accessed 18 February 2021
Capelli, P (2015) ‘Why we love to hate HR… and what HR can do about it’, Havard Business Review, July-August 2015 issue
CIPD. (2020) Change Management | Factsheets | CIPD. [online] Available at: https://www.cipd.co.uk/knowledge/strategy/change/management-factsheet - Accessed 10 February 2021

CIPD. (2020) PESTLE Analysis | Factsheets | CIPD. [online] Available at: https://www.cipd.co.uk/knowledge/strategy/organisational-development/pestle-analysis-factsheet#gref - Accessed 15 February 2021

CIPD. (2020) Strategic Human Resource Management | Factsheets | CIPD. [online] Available at: https://www.cipd.co.uk/knowledge/strategy/hr/strategic-hrm-factsheet - Accessed 8 February 2021

CIPD. (2020) SWOT Analysis | Factsheets | CIPD. [online] Available at: <https://www.cipd.co.uk/knowledge/strategy/organisational-development/swot-analysis-factsheet#gref - Accessed 15 February 2021

Deloitte (n.d.) Creating value through HR - HR Strategy. [online] Available at: https://www2.deloitte.com/content/dam/Deloitte/de/Documents/human-capital/creating-value-through-hr.pdf- Accessed 15 February 2021
Deloitte – Insights Report (2019), The Future of Work in Government 
Deloitte. (n.d.) COVID-19’s impact on the workforce: Insight for HR teams. [online] Available at: https://www2.deloitte.com/uk/en/pages/human-capital/articles/covid-19-impact-on-the-workforce-insight-for-hr-teams.html - Accessed 15 February 2021
Edwards & Ram (2010) HRM in small firms: respecting and regulating informality. In Wilkinson, Bacon & Snell (eds) The Sage handbook of human resource management London Safe. Pp524-40
Gray, R., 2020. Does Size Matter?. People Management, (October), p.35.

Hameed, T., (2016). Organisation Strategy and Human Resources. [online] People Development Magazine.com. Available at: https://peopledevelopmentmagazine.com/2016/09/23/organizational-strategy/ - Accessed 7 February 2021


Levin, S., (2019) Netflix co-founder: 'Blockbuster laughed at us … Now there's one left'. [online] the Guardian. Available at: https://www.theguardian.com/media/2019/sep/14/netflix-marc-randolph-founder-blockbuster - Accessed 5 February 2021

Mindtools.com. (n.d).The Cultural Web: Aligning Your Organization's Culture With Strategy. [online] Available at: https://www.mindtools.com/pages/article/newSTR_90.htm - Accessed 4 February 2021

Perucci, D., (2018) A Comprehensive Guide to HR Best Practices | BambooHR. [online] Bamboohr.com. Available at: https://www.bamboohr.com/blog/guide-hr-best-practices/ - Accessed 13 February 2021
Quinn, B. (1980) Strategies for Change, Logical incrementalism. Homewood. IL:Irwin.
Ulrich, D. (1997) Human Resource Champions, Harvard Business School Press, Boston, MA. 
Ulrich, D. and Brockbank, W. (2005) The HR Value Proposition. Boston, MA: Harvard Business School Press. 
Van Wanrooy, Bewley, Bryson, Forth, Freet, Stokes & Wood (2013) Employment relations in the shadow of recession - Findings from the 2011 Workplace Employment Relations Study, Basingstoke.: Palgrave Macmillan
Wilkinson and Taylor (2016) ‘Business Issues and the Contexts of Human Resources’ in Taylor and Woodhams Studying Human Resource Management, 2nd Edition, Chartered Institute of Personal and Development: The Broadway, London 








1

image1.png
Stories

Rituals &
Routines Bmboly
The
Paradigm
Control Power
Systems. Structures

Organizational
Structures




image2.png
Deloitte HR Strategy Framework

Define human capital value
Define 1. Understand the business strategy
human 2. Define HR strategy

capital

value

Align HR
products and
Align HR products and services
3. Segment HR customers
4. Priorise HR investments
5. Design HR services

Deliver value
6. Ensure right HR service delivery model

7. Establish right HR capabiltes

8. Improve HR operational excellence continuously
9. Build HR brand

10.Measure impact of HR products and services




