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The two organisations being compared are Pembrokeshire County Council and Morrisons PLC.  The two organisations are different in many ways as illustrated below.  Pembrokeshire County Council is a Local Government organisation and operates within the public sector for the benefit of the residents within the county.  As with many public sector organisations, recent years have seen budgets cut dramatically so partnerships with third sector or voluntary organisations has been invaluable to help provide the best possible service to its community especially those deemed to be vulnerable. 
The mission statement for Pembrokeshire County Council is:
“Working together; improving lives”
The 3 key principles are:
· Sense of purpose
· Improvement 
· Working together
Source: www.pembrokeshire.gov.uk 14/06/2019

The three principles above are very community based and aim to work with groups from all sections with the aim of the whole community being represented.
Morrisons PLC is the 4th largest chain of UK supermarket and is a retailer that operates within the private sector.  Their mission statement is:
 “To deliver the very best for less”
										Source: www.morrisonscorporate.co.uk
As with most private sector companies they are continuously having to reorganise how the business operates in an attempt to stay ahead of their competitors.  They have identified 6 areas to focus on to allow them to strengthen their brand, they are:
· Be more competitive
· Serve their customers better
· Find local solutions
· Develop popular and useful services
· Simplify and speed up
· Make the core supermarkets strong again
The above areas will determine the company strategies, which in turn will allow the HR practitioners to determine the best way for the HR function to operate.
The main difference between these two companies, as stated by Bach (2010, p563) ‘employment decisions are subject to levels of public accountability and transparency that arise from the government’s role as a custodian of public funds’, whereas Morrisons PLC will aim to make as much profit as possible for its shareholders and not be held accountable for what it spends, as well as not being subject to large cuts in budgets over recent years.
Pembrokeshire County Council differs from Morrisons PLC in that it does not outsource any of its HR functions but has a traditional HR structure overseen by the Head of HR/Chief HR Officer within the Local Authority, it then branches off into 5 distinct areas:
· Education Services – consists of HR manager, HR advisors and a HR senior assistant
· Employee Relations (Corporate) – consists of ER manager, HR advisors and senior HR assistants
· Occupational Health – consists of a manager, practitioners, health and safety team and admin team
· Systems Team – consists of systems manager, payroll managers, payroll admin, recruitment admin, systems admin and HR assistants
· Learning and Development – consists of manager, advisors and assistants
One of the main HR objectives that Pembrokeshire County Council are attempting to deliver is to transform the workforce, ‘The Workforce Plan 2020-23’ sets out a number of objectives such as ‘transforming services and a changing workforce profile’ that the HR function will play a major role in over the next few years.  The HR function plays a central role to achieving most of the objectives set by the Authority, especially when it comes to changes in how the workforce operates and the recruiting of key talent to the organisation.  Pembrokeshire County Council lean toward a traditional/transactional culture in the deliverance of HR which can prove to be quite outdated, however, the Authority are reviewing how they operate in order to become more transformational in the way in which services are delivered to the community, the HR function will play an important role her and will work in partnership with senior leaders as the roles of many line managers will alter. 
Morrisons PLC HR structure is Ulrich’s ‘Three-Legged Stool’ so the company has a main Head Office which can provide specialist support. Each store will have a business partner and shared services operated by a third party for the payroll element of the company.  Their main objectives set out are the 6 areas mentioned on the first page of this report, the HR function would need to be intrinsically linked to all departments to aid the deliverance of these objectives as the company seem to be very people orientated and the message from their Head Office would appear that they care and reward their workforce.
As with most companies within the private sector they are facing challenging times with the emergence of new companies in the global market and technology enabling these companies to be more accessible, therefore, the culture of HR would tend to be more transformational in order for them to keep up with the competition and understand how their market may be changing in part due to the diversity of the people they now serve.
The relationship between line managers and HR professionals has never been as important as it is currently, this is mainly due to the responsibility of HR activities that is now undertaken by line managers.  HR professionals need to ensure that the capabilities of their line managers carrying out the specific HR functions is of a standard that will enable the organisation to be efficient in this field, in turn it will allow the organisation to achieve the set targets.
Even though the challenges faced by organisations differ dependent on the sector they work within, the fact that HR is becoming a key factor when developing the organisational strategy is of the utmost importance in all sectors and tends to be conducted by senior managers of all departments and board members if it is in the private sector. 
Cascio and Boudreau (2012) stated that: ‘HR strategy should parallel and facilitate the implementation of an organisation’s strategic business plan. HR strategy aligns with that plan by creating the capacity in the workforce and how it is organized that is necessary to achieve the organisation’s strategic objectives.’ (IES report, February 2019).
Cappelli (1999: 8) states: ‘The choice of practices that an employer pursues is heavily contingent on a number of factors at the organisational level, including their own business and production strategies, support of HR policies, and cooperative labour relations.’ (IES report, February 2019).
When developing the strategy, HR will need to be involved in order to advise on issues such as skills gaps within the company and how these can be best filled, retaining key employees as well as advising on the best ways to promote the company brand. The HR function works with senior managers to ensure that when creating the organisational strategy the workforce are considered at all levels as they will all have different needs and thoughts on the path the organisation should follow, as well as working with Trade Unions as they are still a powerful force within the public sector as confirmed in the 2011 Workplace Employment Relations Survey that 57% of the workforce within public sector are members of trade unions (Van Wanrooy et al 2013) and can prove to be oppositional to strategies attempting to be set.  It also enables the HR function to develop their strategies in line with the organisation.  
HR will also be required to assist the organisation with the recruitment as this is key for most organisations and selecting the right candidate is crucial.  Most organisational strategies will require training and development to be at the top of its game, this is an area that HR professionals will be the experts in and will be able to add value to the organisation.
More so in the public sector HR play an important role when developing the strategies set given that they must also meet set government targets which they have no influence over and usually need to do this with tight budget constraints.
Henry Mintzberg introduced the 5 Ps method in 1987 with the aim of organisations following this to produce effective organisational strategies, they are: Plan, Ploy, Pattern, Position and Perspective, each section identifies an analysis model from Pestle in the planning stage to Deal and Kennedys cultural model in the perspective stage that can be used for any type of organisation no matter what sector they fall under.
The CIPD state that ‘human capital is often referred to as a business’ most important asset’ 	(CIPD factsheet 20/02/2020) with this in mind it is important to examine how the organisational strategy links with the HR strategy, this can be done by using the approaches examined below.
There are 3 different approaches that a company can take when developing HR strategies to meet the needs of the overall organisational strategy, they are:
· Rational/classical
· Emergent/logical incrementalism
· Symbolic/radical
All of these methods are carried out at senior management level.
The rational/classical approach is based on continually using various analysis techniques to enable the organisation to re-evaluate the objectives set in order to achieve them.
The emergent/logical incrementalism approach was developed by James Quinn (1980) who identified that different factors occur which requires an organisations to revise their strategies, and can be a case of ‘trial and error’, and does tend to rely on the workforce as a whole working together to achieve the goals.
The symbolic/radical approach consists of an organisation developing strategies after trying a variety of methods to see what works best for them.  Mintzberg (1994) suggests that ‘the key variables are the complexity of the organisation and its environment and the rate of change in that environment’, for this reason he devised a contingency model which can be used by an organisation to determine which of the three approaches will suit the organisation at that point in time when developing the strategies.  Although from his research Mintzberg did identify that the rational/classical approach is proving less popular due to ‘fast changing environments’ and ‘complex organisations’
Many HR managers will use contingency thinking and contingency models to aid them when developing HR strategies in line with the organisational strategy, for the simple reason that some of the above approaches that may be used will not clearly state the strategies the organisation wish to achieve.  One such model is Porters’ 5 forces model (1985) which concentrates on 3 areas:
· Cost leadership
· Differentiation
· Focus
This has received mixed reviews over the years as Porter states that ‘organisations will not gain competitive advantage if they pursue a hybrid strategy’ (Taylor & woodhams, 2016 pg 61), by following the 3 areas above, HR managers may find it a challenge to devise a HR strategy in line with the organisational strategy, as focusing on cost could have a negative result when HR managers are attempting to recruit effectively.  Companies could also consider other contingency models such as:
· Boston Consulting Model
· Miles and Snow Business Strategy
However, these models are often seen as one dimensional when developing strategies, another approach from contingency thinking that could be used is resource based thinking which looks at what makes a business unique and sets it apart from its competitors, a definition of this provided by IGI Global is “The resource-based view (RBV) is a managerial framework used to determine the strategic resources a firm can exploit to achieve sustainable competitive advantage”.  It focuses on ‘inside out thinking’ rather than ‘outside in thinking’.  Barney (1991) suggests that focus should be placed on the understanding of the following four areas:
· Valuable
· Rare
· Inimitable
· Non-substitutable
The final approach that HR managers could use when aligning the HR strategy with the organisational strategy is horizontal/vertical integration, they both have different functions – vertical alignment relates directly to the goals required to achieve the organisation strategy, whereas the horizontal element focuses on all strategies working as one, as confirmed by Delery and Doty (1996):  ‘In order to be effective, an organisation must develop an HR system that achieves both horizontal and vertical fit. Horizontal fit refers to the internal consistency of the organisation’s HR policies or practices, and vertical fit refers to the congruence of the HR system with other organisational characteristics such as firm strategy. An ideal configuration would be one with the highest degree of horizontal fit.’ IES report, (February 2019)



The organisation selected for PESTLE and SWOT analysis is Pembrokeshire County Council. 
The recent pandemic has had a major impact on many of the services provided by the Local Authority such as social services and education, added with Brexit and how this will affect much of the funding for various programmes delivered by the Authority to the community.
From evaluating the two analysis techniques used it is evident that the global threats from the coronavirus pandemic and Brexit have had a major impact on the Authority’s HR function.  
The main political factor affecting the Authority will be Brexit as a lot of the community projects introduced by the Authority have been funded through European grants, the Authority will need to consider how these projects will be financed going forward?  This will have a direct impact on the economic element of the analysis due to budget constraints already faced by the Local Authority. 
New legislation being brought into force such as ‘The Health Protection (coronavirus restrictions) (No 5) (Wales) Regulations 2020’, will require the HR practitioners to incorporate this into policies already in existence whilst still being able to meet the objectives for the Authority.
When examining the social section of the analysis it is evident that the ageing population within the Authority’s catchment will increase the pressure already faced by the Social Services team.  Staff members will also be looking to achieve a work-life balance that suits them.
Use of technology is going to be a driving force in how organisations operate going forward, especially as the ongoing global pandemic has forced companies such as Pembrokeshire County Council to speed up the implementation of new programmes etc.  The Authority are already working to educate sections of the community in access and use of technology systems.
Environmentally the Authority are performing well and have continued throughout the pandemic.  The challenge in this area will be to continually review the contingency plans for any future pandemics in order to prevent the pressure currently being felt by certain departments.
The pandemic forced the majority of the workforce within the Authority to work from home, which placed ongoing increased pressure on the organisation. Pressures ranging from line managers ensuring all staff are following GDPR regulations, to the I.T. department providing new and updated technology, as well as tackling the threat of cyber criminals.
The SWOT analysis has identified that the global pandemic and Brexit are going to have a heavy impact on all services and functions provided by the Authority.  However, it is important for the Authority to build upon the strengths identified to allow them to stand out from their competitors whilst looking to recruit.
Both of the techniques used identified that budget constraints will hinder the Authority’s ability to attract and recruit key talent to the organisation, so the HR advisors will need to work with Senior Managers and Directors to overcome this issue in order for PCC to compete with private sector companies for talent.










	 
	External Factors
	Internal Factors
	Importance to organisation
	HR implications

	Political
	Global pandemic
	Certain departments such as Social Care pushed to breaking point.
	High
	Dept outcomes may start to fail.

	 
	Central and Welsh Government laws, regulations & policies.
	Enforcement of new regulations set in law
	High
	Ratified laws clearer to understand and follow.

	Economic
	Austerity measures
	Recent austerity measures have seen the Authority struggle to meet demand on services,  the recent pandemic will have increased this pressure.
	High
	Services may not meet goals.

	 
	Labour costs
	Budget constraints meant that recruitment would not have been an option.
	Medium
	No new blood; push current development.

	 
	Welsh Government grants
	The distribution of grants for self-employed businesses during the lockdown. 
	High
	More given chance to stay solvent.

	 
	WG funding 
	Recruiting additional staff to meet Co-vid requirements.
	High
	Opportunity to cross over employees from closed businesses.

	Social
	Ageing population
	The ageing population within the County in increased pressure on services offered by the Authority. Providing services for the ‘at risk’ within the community.
	High has resulted
	High 'at risk' proportion on the community.

	 
	Work-life balance
	Increased investment required for employees to achieve the desired balance for each individual.
	Medium
	Raising employee output and worth.


	 
	Demographics
	The County is made up of very rural areas increasing the challenges faced to deliver services during the pandemic.
	High
	Low grade transport system may hinder logistics.

	Technological
	Cyber security
	Educating certain target groups within our community regarding cyber security.
	High
	Helping tackle crime and health threats.

	 
	Data Protection
	Ensuring all staff have completed E-learning module on GDPS.
	High
	Less secure premises; heightened individiual emphasis.

	 
	Increased home working
	Continuous development of the intranet – providing more toolkits for staff
	Medium
	Enabling functions to maintain standards.

	 
	Availability
	PCC working on the ‘digital connectivity programme’
	High
	 

	Legal
	Employment law
	Ensure redeployment of staff meets employment law and PCC policies.
	High
	Correct redeployment.

	 
	Furlough
	Can staff be redeployed rather than furloughed to cover gaps elsewhere in the organisation.
	High
	Consideration and utilisation of staff for best fit.

	 
	Brexit – development of new legislation
	Many community based projects receive European funding.
	 
	Will the outcome be an end, continuation or switch of funding.

	Environmental
	Future pandemics
	Evaluate performance during Co-vid pandemic and set procedures in place for future events.
	High
	Future proofing

	 
	Recyling targets
	Meeting the statutory recycling targets set by WG
	Medium
	Maintaining current targets.

	 
	Transportation links
	Ensuring affordable green transport is available to all parts of the community especially the most rural
	Medium
	Maintaining current targets. Future proofing.





	
	
	SWOT Analysis
	

	
	
	
	

	Strengths
	Weaknesses
	Opportunities
	Threats

	Advancing Technology
	Austerity measures – budget 
	Developing the organisation to be able to 
	Global pandemic

	 
	constraints
	with companies in the private sector
	 

	Employee Well-being
	Ability to attract and retain candidates
	 
	Geography - remote, rural location

	 
	 
	 
	 

	Flexible working
	Increased workload
	 
	Brexit - PCC community projects funded 

	 
	 
	 
	by EU
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