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CIPD VIEWPOINT  (CIPD, 2015) :
“We support the view that there is not one model for delivering HR that is suited to all organisations, that different organisations have different needs. How an organisation should structure its HR function depends on its organisational strategy, wider organisational structure and the requirements of its customers and the organisation it is supporting. These things can be influenced by other factors such as size of the organisation and maturity.
Decisions about how to structure the function should be taken using a rigorous approach to organisational design, starting by looking at the organisation holistically rather than straight at the HR function.
Does your organisation have a clear organisation strategy?
Is your organisation structured to deliver this strategy?
Do you have a clear HR strategy that is aligned with your organisation's strategy?
Does your HR structure replicate your business structure?
Is your HR structure set up to deliver your HR strategy?
Do you understand the capabilities your organisation needs to deliver upon its strategy?
Will the decisions above withstand change?
You should also consider:
· Who are your clients and what do they need?
· What capabilities do you need within HR and how might these be organised into roles? How can these capabilities be developed?
· How will the different roles work together?
· How can you use technology to improve processes and your client experience?
· To what extent might you want to outsource some of your HR activities?
· What role will your line managers be playing and do they have the required capabilities?
· How will you evaluate and measure HR's performance?”
Similar HR practices are carried out in most organisations, however it is important to recognise that not all are the same and will be significant difference.  HR managers also operate in similar ways but can learn from each other.    Business objectives and strategies will also vary considerably, some business are able to plan up to 10 or 20 years in advance, however some are not able to do this due to volatile environments.  It is fundamental to gain an understanding how business work and operate in order to operate and undertake HR practices effectively.  (CIPD, 2016, p. 43)
 (
‘The core of high
 
impact HR today is creating more specialists and locating them closer to the business, where
 they can drive the most value.’
).   




CIPD viewpoint (CIPD, 2015)
The CIPD published a paper entitled Changing HR operating mode –a collection of  thought pieces.  This review a collection of thought pieces about HR operating models (also known as HR structure, HR delivery models, HR architecture, HR systems).     The contributors to this research established that the  ‘Ulrich model’ is a good starting point, there is not one model that fits all organisations”   (CIPD, 2015)
(CIPD, 2015)
“A modern HR operating model: the world has changed
 The human resources profession is at a crossroads. As the global economy grows and technology has made organisations highly interconnected and transparent, what HR does has to change. We recently completed a series of major research studies on the organisation and structure of HR1 and found that HR teams and their leaders are undergoing tremendous stress. While more than 90% of them claim to have a good handle on their budget, only 30% believe they have a ‘reputation for sound business decisions’, only 22% believe they are ‘adapting to the changing needs of their employees’ and only 20% feel they are ‘adequately planning for the company’s future needs’. What happened is simple: over the last few years talent has become the number one issue on the minds of most CEOs, so the HR function is being asked to lead the transformation of most companies towards a more engaged, high performing, well-aligned and highly capable organisation. And the number one issue CEOs still cite is a weak leadership pipeline – so HR must take ownership for this as well. Over the last 30 years. Over the last 30 years HR organisations have gone through several transformations, moving from an operational role (the ‘personnel department’) to one of ‘HR as a service centre’ to one focused on ‘driving talent outcomes’. 

It is considered that HR structures and services are still subject to considerable debates over recent years.  HR functions have been examined and the services delivered are down to ‘best practice or best fit approach and still considered to be at the centre of considerable debate.  CIPD research suggest that practitioners views should be structured to what business customers request and structures that continue to dominate are considered to be as follows:

· Traditional approaches of single team (generalists, specialists and corporate strategy team that are aligned.
· Three legged stool model – business partners/shared services/centres of expertise
· (CIPD, 2016, p. 5)

[bookmark: _Toc511404601]Fig 1. Four phases of HR (CIPD)   (CIPD, 2015) 
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Ulrich et al consider a centre of expertise comprise in the field of HRM comprise of “HR experts with specialist knowledge”.  Their role would be to deliver competitive advantage through HR innovations”. (CIPD, 2016, pp. 6-8)  Ulrcih model has been regarded as best practice in recent years, but still subject to ongoing debate.
[bookmark: _Toc511404602]
HRM in the private sector
Most Plc’s employ teams of HR specialists to undertake most of their people management work.  A HR division will be present and headed by a senior manager or director and may report to the chief executive.  The role of HR has become more strategic in recent years and often focus on longer term decisions along with supporting the business objectives of the company.

Smaller private companies or partnerships are unlikely to have significant HR functions, they are likely to employ a HR specialist to carry out basic functions (payroll, recruitment and training) but unlikely to have sufficient to have enough employees to justify large sophisticated, strategically focussed HR departments.   Most of these organisations will employ external help or advice from HR specialist.

Most smaller firms will have a more ‘familiar’ family relationship. Features of HR functions in larger firms will be performance appraisal, disciplinary procedures, standard induction programmes and involved in writing policies.

There are advantages and disadvantages from smaller organisation HR functions and informality. 
A major trend more recently in the private sector has reduced the role of trade unions and introduced more ‘collective bargaining’ as a tool to support with pay reward and working conditions.  With the decline in trade unions, HR managers have to find ways of establishing what employees are thinking  and introduced more staff survey tools and introduced more methods and tools for upwards and downward communication   (CIPD, 2016, p. 47)
[bookmark: _Toc511404603]HRM in the public sector
Types of public sector organisation:
· Central government department
· Local and regional government organisation
· Public service providers
· Quangos
· Publicly owned corporations
The above departments are:
· mainly funded by the taxpayer
· often accountable to the public
· managed (directly or indirectly) by elected officials (ministers or local councils)
· have become more privatised in recent years  (BBC, Network Rail and Royal mail are still public corporations)

Public departments are likely to have larger HR functions and departments (HRD).  Major pressures on HR managers in recent years have arisen from pressure oto reduce public spending.  This has resulted to reorganisation of departments, redundancies, pay freezers, recruitment freezers, and subject to public accountability.  (CIPD, 2016, p. 47)
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[bookmark: _Toc511404605]Theories of Change Management
It is considered that there are two main groups that underpin ‘models of change’ (KEW & STREDWICK, 2016, p. 79)
· Individual perspective:
This model focuses on man unit of change   - behaviourist and ‘gestalt-field’ psychologist.     Behaviourists believe it is as a result of interaction within the environment.  Gestalt-field psychologies believe that the behaviour of an individual is as a result  of the produce of their environment and own reason.    Behaviourists believe they respond to manipulation and learned.  The behaviourist approach is similar to that of classic school of management which present humans as cogs in a wheel and responding to external stimuli.  Gestalt field psychologists  suggest that ‘learning is a process’.  This leads to a carrot and stick approach and down to a system of reward.  The aforementioned approaches play a part in management of change.  Kurt Lewis is considered to be a major contributor to change management.  Lewin’s field theory is summarised as follows (KEW & STREDWICK, 2016)
“Behavoiur is a function of the field that exists at the time of the behaviour.  The situation begins with the analysis of the situation as a whole, which are differentiated as component parts, the concrete person in a concrete situation can be represented mathematically.”

Group dynamics
This is field study of social sciences focussing on groups of individuals.    This is considered to form the basis of group theory and group dynamics.    Bruce Tuckman introduced his four stage model in 1965 to influence groups to adapt to change (forming, storming, norming, performing).
Drec Model of Change
Elisabeth Kubler Ross (1969) is known as a ground breaking authority, she first disussed what is known as “Kubler-Ross model”.  She introduced the ‘five stages of grief’ which most people experience after tragedy their own impending death.  The five stages of grief are known as:
· Denial
· Resistance
· Exploration
· Committment
[bookmark: _Toc511404606]Key Developments in the external environment
As stated above, HR functions in sectors vary according as a result of the impact of major developments and the external business environment.  In the same way the functions of the HRM also vary and impacted by major changes and the external environment.   These are referred to developments in the labour market and developments in the product market.  (CIPD, 2016, p. 49)

Globalisation
Globalisation is complex and controversial phenomena. It is considered that a competitive era has emergency since the 1970’s in the economic process.  In the UK it is considered that the financial system is biased and de-regulated.  This is the result of reduced powers of trade unions, abolition of wages council,  labour market de-regulation.  Changes have allowed employers to bid down working conditions, wages  and increased the unskilled labour market is considered to be poor organised.   (Farnham, 2005, p. 70)

Definition of economic globalisation (considered a more complex set of features:

· Globalisation of financial markets
· Internationalism of corporate strategies 
· Diffusion of technology and related research and development 
· Transformation of consumption patterns into cultural products and worldwide consumer markets
· Diminished role of governments around rules for global governance
· Globalisation is interpreted more pluaristically by modernists.  Considered it is driver by the forces of modernity itself and the economic success of the first world countries and developing countries.
Some see globalisation as representing diverse systems of economic production
· Sceptics argue that globalisation where investment needs to occur and where indigenous firms make the difference.
· Sceptics view markets as complex social institutions, not self organised and do not respond to universal laws of supply and demand.  (to be efficient, markets have to be embedded in national institutions (inc. money, labour and environment)

[bookmark: _Toc511404607]Factors that encourage globalisation (BBC.COM, 2014)
Factors that encourage globalisation include transport and ICT developments.
Transport developments:
· Container ships make transporting bulky goods quick and easy.
· Air transport \means people and goods move quickly from one place to another. In recent years the cost of air travel has reduced.
ICT developments:
· The internet allows people and businesses to communicate instantly.
· Satellite communications allow a global view and communications links even in very remote areas. They enable TV and telephone communications.
· Mobile phones enable people to communicate and to access the internet wherever they are.
· Social networking brings people from all around the world in contact with one another.
 
The UK government have produced a report on the following (GOV.UK, 2009) to illustrate how world trade might develop between 2009 and 2020.  (SEE ATTACHED APPENDIX)
· global innovation
· global citizen
· de-globalisation
· fragile alliances

The outcome of the report in brief is :

· Where international trade does still continue, it is dominated by state-controlled multinationals, and corruption and links to organised crime are a common feature. 
· The quick return to growth after 2009 failed to provide the impetus for significant agreements on trade and climate change, or for radical international reform. International trade balances improved, but global currency imbalances remained, and have threatened to destabilise world trade at various points during the decade. 
· The large-scale fiscal stimulus applied in 2009 worked. The world experienced a very sharp but short-lived recession which ended in early 2010 thanks in part to the contribution of large emerging economies in helping to restore global demand. 
· There has been a gradual relinquishing of national sovereignty in favour of global institutions, and within these institutions the West’s influence has declined
· The global economy hasn’t returned to growth. Some blame a lack of coordination and the failure adequately to reform the international financial system. The result has been a downward spiral of global confidence

[bookmark: _Toc511404608]Technology
The rapid of growth of technology has contributed vastly  to increased globalisation and transportation.   This has enabled the UK consumer to purchase items or products produced anywhere in the world via the internet and broadband.  Moreover, the introduction of smart phones and tablets have also made this easier for anyone, anywhere in the world to communication and purchase goods or services.  Communication face to face is now done via skype.  
Technology also drives the competition and increases productivity.   However new inventions in technology can damage businesses and industry in the same way if they are unable to keep up with the demands and changes. 
It is considered that Artificial Intelligence (AI) will be introduced significantly, the use of robots now being introduced into many industries to perform tasks.  Some thought process on this are available on CIPD factsheets.  (CIPD, 2016)
[bookmark: _GoBack]Contemporary Developments in the Labour Markets
Labour market refers to employees and their skills, employers will seek to employ those with the best skills and most suitable for the role.   Labour markets operate according to supply and demand.  If employers are more attractive around their terms and rewards and job security and progression, employees are likely to stay with the organisation for a longer period of time.
The increasing contemporary developments in labour market impact the practices of  HR managers in organisations (such as diversity, equality and employment regulations).
ORGANISATIONAL HR STRATEGIES 
Mentioned above are the HR functions in organisations and how they vary across the sectors and organisations.  We are now going to look at tools, insights and solutions to support business performance, accountability.    
The role of the senior managers is to implement a strategy or business plan for the future of the organisation and to continually evaluate the internal and external environments, such business tools such as SWOT and PESTLE. (CIPD, 2016, p. 59)
[bookmark: _Toc511404609]SWOT ANALYSIS
A Swot Analysis is a business tool to carry out an analysis on the strengths and weaknesses of a business.  The tool is used to bring together the environmental analysis of a business, to asses its strategic capacity.  Swot stands for (Farnham, 2015):

[bookmark: _Toc511404610]Fig 2	SWOT analysis tool
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"Your ability to make a good profit in business depends on the strength of your position in the market"  (MINDTOOLS.COM, 2018a)
In competitive market economies organisations are always looking for competitive advantage to compete against other business and continually improve the development of the organisation against other competitors.  It is considered that Porter's  five force analysis is one of the most recognised tool for capturing information in order to gain competitive advantage against other competitors.  "Porter offers a sophisticated view of industry and  competion.  (Farnham, 2015, pp. 242-244)   
Porter states that the essence of competitive strategy is related to a company's business context.  Porter claims that the industries depend on five basic competitive forces.  Porter also argues that five competitive forces identified joining determine the industrial competition and are considered to be the strongest forces and crucial to point of entry of strategy formulation.
[bookmark: _Toc511404612]Fig 3 Porter's Five Forces
[image: Porter's Five Forces Diagram]
· Threat of entry
Can include several barriers of entry into industry such sa economies of scale (unit cost of production decline).  Can deter new entrants due to cost disadvantage.  Product differentiation is considered another barrier  Established competitors  and customer loyalties will impact this due to competitors being in industry from beginning.  New entrants are at a disadvantage due to established firms already in place.
· Intensity of rivalry amongst existing competitors
Considered to be central focus of Porter's model due to rivalry from other competitors and can lead to reduction in profits for others in the industry, the growth rate of the industry can also affect this as it could affect competition.   Industries with high fixed costs have pressure to fulfil their production capacity and can lead to price cutting.  Organisations losing the competitive battle generally do not give up the battle but often struggle.  Overall profits in the industry can remain low due to this.
· Pressure from substitute products
Competition from firms in industry producing substitute products can limit the potential returns in an industry and place a ceiling on prices that can be charged for a product.

· Bargaining power of buyers
Competition amongst buyers in the industry can force down and result in bargainin for higher quality or more services, and at the expense of the profits of the industry. 
A buyer group is considered powerful where:
· Products purchased represent a significant fraction of the buyers cost/purchased
· Product purchased are standard or undifferentiated
· products earns low profits
· Buyer has full information regarding the market

· Bargaining power of suppliers
Suppliers can threaten to raise prices or reduce the quality of goods or services.  Suppliers that are considered power can force out profitability in an industry.
A supplier group is considered powerful where:
· dominated by few companies and more concentrated to industry
· supplier not obliged to contend with substitute products
· industry not important customer to the supplier group
· suppliers product is an important input to the buyers business
· products of supplier group are differentiated.

[bookmark: _Toc511404613]PESTLE ANALYSIS
Changes in the business environment can create great opportunities for your organisation - and cause significant threats" (MINDTOOLS.COM, 2018b)
Pestle analysis is used as a tool to analyse the business environment, the opportunities and the threats that are presented.  
According to Kew et all  (KEW & STREDWICK, 2016, p. 8) most organisations will be aware of their task environment and able to analysis this effectively, such as knowing their customers, suppliers and competitors.  Carrying out an environmental analysis is considered more complex.    A widely used tool for this is PESTLE, also known PEST, PESTEL, STEEPLE and very similar to the function of a SWOT analysis.
PEST analysis was introduced in 1980's and 1990's.  By 2000's this had evolved into STEEPLE and reflected the changes around the awareness of environmental factors and concerns around global warming.  PESTLE in short stands for:


[bookmark: _Toc511404614]CORPORATE RESPONSIBILITY (CR)  & CORPORATE SOCIAL RESPONSIBILITY (CSR)
Kew, Stredwick et al (KEW & STREDWICK, 2016, p. 398)consider that corporate responsibility is the way in which organisations express its values towards its stakeholders. Corporate Responsibility (CR) are considered in a number of forms:
· Community involvement 
· Socially responsible investment 
· Corporate Governance
· Fair Trade
· Sustainability
It has been suggested that CR can be used a ‘PR’ stunt, to gain media attention to boost sales.
Farnham writes that CSR is a behaviour by business above the legal requirements and is voluntary.  It is consider that CSR is defined as situation where “companies integrate social and environmental concerns” into the operations of their business. (Farnham, 2005)
CSR  is considered to be:
· A behaviour by business over and above legal requirements
· Linked to sustainable development concepts – business having to integrate this into the economic, social and environmental impacts of their operations
· Not considered to be an ‘optional’ add on to business activities but is the way the business are managed
CSR helps organisations respond to some of the changes listed below:
· Globalisation
· Reputation and image of business (due to consumer requesting info on products and services purchased
· Financial Stakeholders requesting information on risk factors and successes of businesses and responses to public opinion.
· Business more motivated to retain highly skilled personnel  as a result of knowledge and innovation and responses by business to competitiveness 
· Response of business to international and environmental pressure groups to respond to impact of carbon footprint (Farnham, 2005, p. 269)

[bookmark: _Toc511404615]BUSINESS ETHICS
The CIPD summarise business ethics as follows (CIPD, 2017)
· Ethics in business is about ‘doing the right thing’ because it’s the right thing to do.
· An organisations reputation can be easily damaged if it doesn’t embed its core values inside an ethics programme. 
· HR plays a vital role in facilitating an ethical culture.
· Organisations need to adopt a principles-based approach to decision-making if they want to apply and develop ethical values. 
· Individuals are better equipped to face ethical dilemmas if organisations support a principles-based approach.
CIPD also consider that “HR professionals are also the main points of contact for all staff within an organisation and have unique access to staff throughout their career – from induction training to exit interviews. They should encourage decision-makers to review the ethical dimensions of business decisions and support ethical practice.
HR may not have responsibility for the ethics programme per se, as this depends on the size and structure of an organisation. However, HR will be involved in implementing the programme and embedding its message in a number of ways. HR can help senior leadership monitor how well ethical values are embedded by reporting on culture and ethics to the board.
The CIPD’s Profession for the Future strategy sets out what HR should do to meet its potential to champion better work and working lives for the benefit of individuals, businesses, economies and society. Best practice is increasingly irrelevant for making ethical decisions, particularly when the situation is new or uncertain. The CIPD has developed a set of fundamental principles to guide people management decisions and create sustainable value. The principles are underpinned by a programme of research testing various 'moral lenses' that can be used in making ethical decisions, and examines how these lenses are applied in organisational practice.
HR is responsible for the key systems and processes underpinning the effective delivery of an organisation’s ethics messages. Through the actions of HR, ethical behaviours can gain credibility and become 'business as usual' for the way organisations run. With its expertise in change management and internal communications, and by working in partnership with those responsible for ethical performance within their organisation, HR can help to integrate ethics into the following organisational processes:
· Recruitment and induction
· Diversity and inclusion
· Performance management
· Reward, including bonuses and incentives
HR departments can also introduce specific activities to familiarise staff with ethical issues. These can include anti-bribery and data protection training, as well as procedures for dealing with instances of unethical behaviour.
Finally, HR professionals should ensure they understand the governance structure of the organisation and enable full transparency by implementing confidential ways for employees to raise concerns.
Developing a rewards system which promotes ethical behaviours is another way of encouraging and reinforcing expectations. For example, this could include ethics awards,  or remuneration and promotion based on ethical behaviours. Any incentives system should reward employees who demonstrate ethical behaviours.
· Is it legal?
· Is it consistent with the organisation's code of business ethics?
· What would my mother think?
· How would I feel about it being on the front page of tomorrow's newspapers?” (CIPD, 2017)


[bookmark: _Toc511404616]EVALUATING BUSINESS PERFORMANCE / HR ANALYTICS
Why measure HR performance?  It is clear that if an organisation cannot recruit, retain, develop and deploy staff it cannot perform effectively or survive.   HR function needs to play a role in this towards greater efficiency and to reduce costs.  This will in turn require implementing effective systems to measure and demonstrate the effectiveness of the business.
It is also important for the business to implement and demonstrate good practice, develop technology systems to measure and record performance. It  is recorded  in a CIPD survey undertaken in 2005 by Brewster and Tyson that 63% of HR professionals felt that hr data did not impact or inform business decisions of demonstrate change from data gathered to improve performance of the organisation.  (CIPD, 2016, p. 17) 
Ways to measure a company's performance:
 (
Ways 
t
o measure a company's performa
n
c
e:
from
 a customer's perspective:
customer satisfaction surveys
Quantitative data:
staff costs,  percentages, turnover and stability  (measure data on staff retention, when they leave employment)
internal promotions
absences
timekeeping
accident reporting
Qualit
ative data
:
Employee feedback questionnaire
Feedback from applicants
training evaluation
induction evaluation
exit interview
)






· from a customer's perspective -  customer satisfaction surveys







The CIPD viewpoint on HR analytics  :
HR analytics is the use of people-data in analytical processes to solve business problems. HR analytics uses both people-data, collected by HR systems (e.g. payroll, absence management) and business information (e.g. operations performance data). At its core, HR analytics enables HR practitioners and employers to gain insights into their workforce, HR policies and practices, with a focus on the human capital element of the workforce, and can ultimately inform more evidence-based decision making.
The factsheet examines the importance of HR analytics in understanding if an organisations workforce is generating value. It provides an overview of the quantitative and qualitative forms of HR data, including the cause and effect relationships between data sets. The factsheet looks at the main levels of HR analytics capability and considers the key people responsible for HR analytics in a workplace. It examines the aims of an HR analytics strategy and the nine steps of the HR analytics process, from planning to evaluating. The factsheet concludes by looking at several examples of HR analytics in action.  (CIPD, 17 Jul 2017)

RHIAN PARKER
APRIL 2018
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Strengths  - internal and external attributes of a company


W


Weaknesses -  internal negative attributes and could result in organisation failing to achieve strategic objectives.  Can also support business to remedy practices to follow best practice and support the organisation with benchmarking


O


Opportunities -  (external factors to assist organisation to achive strategic objectives)


T


Threats - external factors that may result in organisation not achieving strategic objectives












P


POLITICAL


factors to consider (government decisions,  policies, living wage, taxation policies).  How these factors and political changes will impact your business/organisation.  All these factors will have an impact of the operations of the organisation.


E


ECONOMIC


Socio-cultural factors


T


L


LEGAL


E


ENVIRONMENTAL 


The stability of the current economical.  Is it in decline, stagnat or growing?  Exchange rates, are they stable, the impact of Brexit can be unknown in future.  Labour market, skilled workforce.  Disposable income, how will this change over the near future.


poulations growth rate, age profile , ageing workforce


NHS statistics  - health issues such as diabetes and obesity on the inclineation


Educational factors - how are these changing?


Socio changes - have there been any changes around socio-cultural


remote working and flexible working for workforce


government training available on use of it for workforce


Do competitors have improved systems


Changes / improvement to technology that business is using currently - any improvements that can improve efficency


TECHNOLOGICAL FACTORS


Changes around the following are factors to be considered that may impact your business:


Legislation


Employment law (contracts of employment, flexible working, tribunals)


Social servcies wellbeing act 


Food and Hygiene Regulations


Health and Safety at work Act


Global warming


Changing and unpredictable weather conditions


Waste (recycling policies and waste management)


Carbon footprints


Green papers agreed by Government 


S
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