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Factors Impacting on the HR Function

HR professionals need to understand key developments within the internal and external environment which may have an impact on the type of organisation they work in, along with how this may affect the processes carried out within the HR department. Whilst there are similar HR practices being carried out across all types of organisation, Taylor and Wilkinson (2016) insinuate that there are also significant differences. They indicate that there are three major economic sectors that organisations belong to: private sector, public sector and voluntary (or third) sector whereby the initial differences are noticeable. 

The private sector has different types of business ownership, the most common being sole trader, partnership or private limited company (plc). Most private sector companies are commercial in nature and aim to make profits for their owners. Parliamentary reports identified that there were around 5.9 million private sector organisations in 2019 (Great Britain. Parliament. House of Commons, 2019). 

In contrast, public sector organisations are run by the government and exist to provide a service for the population and local communities. Money to pay for these types of organisations are raised through public taxes. The Office for National Statistics (2019) emphasised that in September 2019, around 16.5% of all people in paid work, were employed in the public sector. In the UK, there are three major public corporations that remain: the BBC, the Royal Mail and Network Rail. 

The third sector, or voluntary sector, is not about making a profit, but rather making a difference to society. Third sector organisations can be categorised into: charities and community groups, and social enterprises. They are not subject to direct government control nor to company law. PM Jobs (2016) highlights that in September 2015, the Charity Commission reported that there were 165, 495 charities in England and Wales. 

Through the comparison of two organisations that operate in different economic sectors, the differences in business purpose and focus become apparent, as reflected in the below findings for GD Harries & Sons Ltd. and Mid & West Wales Fire and Rescue Service. 

	Factors
	GD Harries & Sons 
	Mid & West Wales Fire and Rescue Service 

	Organisation
	Private: Family owned and run since 1977.
	Public: Owned by the Government, operating with money raised through public taxes.

	Business Purpose 
	To be the leading partner for supplying aggregates delivering infrastructure and building environments that generate measurable benefits to its clients and the communities in which they operate.
	To assist in public prevention, protection and response to local communities throughout Mid and West Wales.  

	Governance
	A group of Directors who are responsible for developing the organisations purpose and vision overseeing its conduct and affairs.
	The Fire Authority made up of elected local councillors, who oversee budgeting decisions and Service performance. 

	Size 
	Around 240 employees, based in nine locations across South-West Wales.
	Around 1,400 employees covering approximately 4,500 square miles. 

	Structure 
	Hierarchical – 3 layers. To become a ‘Strategic Alliance’ with Sigmaroc. Top-down communication
	Hierarchical – 6/7 layers. Bureaucratic. Top- down communication 

	Culture
	Family atmosphere. Employer of ‘locals’ from surrounding areas. 
	Increase LGBT and female representatives with the Service.

	HR Function 
	2-3 individuals dealing with HR issues as well as carrying out other business functions. Based within open plan office. 
	HR Department of around 25 individuals. Based within Service Headquarters. 



GD Harries & Sons Ltd. is a family run business that has dramatically expanded over the past ten years in terms of customer requirements and consequently their administration function. Employing around 240 employees, GD Harries & Sons is one of Pembrokeshire’s largest employers, however only 2-3 of these employees carry out HR related roles within the organisation. Their primary aim as a business, is to make a profit whilst addressing the needs of their customers through the services they provide and therefore the focus is taken away from the HR function. 

Oppositely, MAWWFRS is service driven, ensuring that the resources are available to assist the local communities of Mid and West Wales in emergency situations. MAWWFRS has around 1,400 employees, of which 300 have an administrative role within the organisation. The HR function is made up of 25 individuals, broken down into the following ranks with varying levels of responsibility: Head of Human Resources, Managers, Advisors and Assistants. In addition to this, the umbrella of HR employees also includes: Payroll, Data Protection, Equality and Diversity, and Occupational Health. 

HR Zone (2020) identifies two types of Service Delivery model, the traditional model of ‘generalist’, whereby employees provide key services and react to the needs of fellow colleagues, and ‘specialist’ where focus is aimed at one particular topic, and Ulrich’s three legged stool model using business partnering, shared-services and centres of expertise.
 
GD Harries & Sons use a HR ‘generalist’ approach, whereby individuals have knowledge and involvement with all HR activities as reinforced by Taylor and Wilkinson (2016, p.45). Due to the limited resources and budget restraints, HR generalists need to deal with parts of the HR remit on their own. However, the vast majority of HRM activities are outsourced to external providers, including payroll and recruiting, and using employment law consultancies when issues arise. As a family owned business, GD Harries & Sons takes an informal approach to the way managers approach their staff as suggested by Edwards and Ram (2010), which is conducive to effective teamworking and high employee morale.  

The HR function in MAWWFRS is made up of HR ‘specialists’, advising on specific issues such as Occupational Health and Payroll, and HR ‘generalists’ who carry out day to day administration. In time, the organisation aims to take a ‘business partnering’ approach, working with and delegating work to line managers. Unlike GD Harries, MAWWFRS is governed by internal policies and procedures that need to be followed as well as external legislation.  

Morgan (2015) suggests that there are 5 types of organisational structure, of which, both MAWWFRS and GD Harries operate a traditional hierarchy structure with differing levels. As GD Harries is a smaller business, there are less hierarchical levels compared to MAWWFRS, whereby the chain consists of around 6/7 levels. 
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Max Weber identified hierarchical structure as a central principle of a bureaucratic organisation, along with specialisation and impersonal rationality (Kew and Stredwick, 2010). MAWWFRS recruit individuals into specialist roles within structured departments, consequently individuals struggle to move into other departments due to the nature of their skills and qualifications. Due to the rigid organisational structure, those in higher hierarchical positions such as Directors, give instructions to those further down.

Even though GD Harries & Sons has a hierarchical structure, they are in the process of becoming a ‘strategic alliance’ with Sigmaroc to enhance their presence in the UK. This collaboration will bring new ways of working. As a family run business, decisions are currently made by the Directors as to how they want their business run, whereas going forward, these decisions will need to be made in conjunction with representatives of the partner company. Due to the size of Sigmaroc, additional resources will be available to GD Harries, whereby there will be more of a HR presence. 

In terms of HR, both organisations have limited input into decision making due to their hierarchical structures. In MAWWFRS, the Head of HR will attend meetings and feed such information back to their employees, however this process can take some time due to the number of levels within the hierarchy. On the other hand, GD Harries & Sons has less hierarchical levels allowing for quicker implementation of changes. 

Both organisations use a ‘top-down’ approach to communication, whereby decisions are made at the highest level and transpired through to those lower down the hierarchy. As GD Harries is smaller than MAWWFRS, there are opportunities for ‘bottom-up’ communication, where concerns and issues can be raised to Directors. 

Business Dictionary (2020) defines ‘business culture’ as “determining how different levels of staff communicate with one another as well as how employees deal with clients/customers”. Culture is a key component in business and impacts on their strategic direction. Culture can influence management, decisions and all business functions. Harrison’s Model of Culture breaks down organisational cultures into four categories: role, task, power, and person cultures (Dudovskiy, 2014). 

According to Harrison, MAWWFRS’s culture centres around ‘role’, as the organisation is very job orientated. Its employees are looking for as much security and stability as possible. There are strict rules, guidance, procedures and processes that need to be followed. Recruitment is focused primarily on job descriptions and specialisms, rather than individual characteristics. 

On the other hand, GD Harries has a ‘power’ culture as the Directors find it hard to delegate decision-making. Its employees have helped build the company to its current standard and are very loyal to the organisation and to each other. The business is controlled centrally, whereby the Directors control who does what, and when. Individual performance and mutual collaboration are highly important. 

The overall function and direction of an organisation is determined by the nature of its corporate strategy. “Strategy provides the goals, objectives and guidelines for the structure and operations of the organisation” (Mullins, 2010). Corporate planning is necessary for all organisations, Lynch (2006) suggests that many of the same considerations apply to both public and private organisations, the major difference being the lack of objective to deliver a profit in a government owned organisation. 

Taylor and Wilkinson (2016) distinguish three basic approaches to formulating business strategy: 
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The classic approach looks at both the internal and external environments using tools such as a SWOT analysis, to formulate goals, aims and objectives for the organisation. Senior managers will look at the varying courses of action based on suitability. ‘Rational’ strategy is a logical approach, whereby a decision is made in theory, however in practice, it is developed to suit over time. In a ‘radical’ approach, there is no set strategy, instead organisations get on with daily activities, evolving tactics as they go, trying new things and sticking with the ones that work well. 

Henry Mintzberg formulated a contingency model, setting out the circumstances when the above are appropriate, suggesting that the key variables are the complexity of the organisation and its environment, and the rate of change in that environment. However, states that these can be different for different organisations at different times (Mintzberg, 1994).
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	Radical Model
	Complex organisations faced with fast-changing environments. High level of uncertainty. 

	Implementer Formulator
	Complex but operate in stables conditions. Moderate uncertainty from environmental trends – complexity. 

	Formulator Implementer
	Moderate uncertainty – speed of environmental change. Speed of response determines survival. 

	Rational Model 
	Organisations operating in relatively stable circumstances. Small businesses or larger organisations carrying out unsophisticated activities. Little uncertainty and low risk. 



[bookmark: _GoBack]The linear sequential view is a logical, rationalist approach using a systems model of inputs, processes and outputs. Farnham (2015) explains the 5-stage model by Higgins and Vincze used to determining objectives and formulating strategy. Similarly, David proposes three stages of the strategic management process. This takes place at corporate, divisional or strategic functional levels in larger organisations.   Higgins & Vincze (1993)
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The budget is the common method used for strategic implementation, incorporating communication of realistic goals and targets, whilst engaging the participation and support of all levels of management. Budgeting is central to planning, as it converts all elements of organisational plans into financial numbers. 

Alexander (1985) as cited by Farnham (2015) identifies 5 main features of successful strategy implementation: 

· Communication 
· Starting with a good idea
· Gaining employee commitment and involvement
· Providing enough resources
· Developing an implementation plan

To successfully implement strategy, organisations need to be committed to achieving their stated goals, requiring participation and motivation from all at different levels. Motivation can be achieved through higher pay, promotion and intrinsic rewards. The HR function can provide detailed analysis and interpretation of business and performance data, as well as policy papers identifying the organisations current position, and areas of improvement. 

Personnel Today (2002) imply that HR strategy is a core component of overall business planning, and therefore for either to be effective, organisational strategy and HR strategy need to be developed in conjunction. They go onto suggest that there are four key areas HR must address: 

1. Being involved in setting corporate strategy – inclusion of HR heads in the corporate planning process
2. Understanding HR’s wider role in the business 
3. Developing an HR strategy that complements corporate planning
4. Turning strategy into action

Armstrong (2007) explains how HR strategies are not universally the same, as what might work in one organisation, will not necessarily be the best practice in another.  Knowledge of best practice can inform decisions on what practices are most likely to fit the needs of the organisation, if it is understood why it is best practice. Kew and Stredwick (2016) identified 10 ‘best practices’ as being linked to high levels of employee commitment/involvement including: commitment to learning, performance related reward and employee involvement. 

‘Best fit’ emphasises the importance of ensuring that HR strategies are appropriate to the circumstances of the organisation, including its internal and external environments. Best Fit strategies need to be vertically aligned with the business strategy, and horizontally aligned with all aspects of HR strategy so they are consistent and support each other. The greater the degree of horizontal and vertical integration with an organisation, the more effective HR strategy will be. 



Conclusion 

The above information shows that there are differences in the way that organisations operate, depending on which sector they fall in. These differences also impact on the HR structure and functioning of the department. It is important to emphasise how organisational strategy can impact on business performance, as well as HR performance. 
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External Factors affecting Mid & West Wales Fire and Rescue Service

The external context of HRM is continuously changing (Farnham, 2015) and therefore HR must manage and evolve according to these changes through the implementation of appropriate strategies, policies and procedures (CIPD, 2019). 

A PESTLE analysis has been carried out on Mid & West Wales Fire and Rescue Service highlighting the key externals factors that are currently affecting the organisation (EV01). Firefighting is a physical job, which with an ageing workforce, could have a detrimental effect on employee sickness figures. HR will therefore need to monitor such figures ensuring that the necessary action is carried out in line with Service procedure. Consequently, this could impact on the number of dismissals, and require additional recruitment activities. Not only should we consider the ageing workforce, but the ageing society, as more people will be affected by age-related illnesses, potentially increasing the number of fire calls.

As an organisation, legislation such as the Equalities Act 2010, eliminates discriminative activities, and needs to be adhered to through all HR activities. 

Globalisation is enabling the world to become increasingly interconnected, enhanced by advances in technologies. Larger organisations are expanding to become multinational organisations adopting varying cultures along the way. Even though MAWWFRS does not interact with organisations in other countries, systems are being acquired from Scotland and Ireland to abolish processes carried out within the HR function such as recruitment, to allow capacity to undertake HR specific tasks. Technological advances allow for remote working across the Service area, as a result reducing the organisations carbon footprint. In addition to this, the introduction of electric service vehicles will help the service contribution to global warming. 

As a way of evaluating MAWWFRS, a SWOT analysis has been carried out emphasising areas of weakness and opportunities moving forward (EV02). As a public sector organisation, MAWWFRS has a wide range of employee reward and benefit schemes that help attract individuals to the organisation which is good in terms of recruitment. However, due to its hierarchical structure, decisions take time to be agreed and change can be slow, as control sits with those at the top. 

With changes to the Government, public sector organisations can see an increase in budget allowing for further apprenticeship opportunities for external and internal employees, and further enhancements in the current working environment.  Alternatively, budgets for public sector organisations could be cut, resulting in redundancies and organisational cuts. 

The current uncertainty surrounding BREXIT, on one hand could impact on workforce diversity, however on the other, could increase job opportunities for British citizens. 

It is essential that HR professionals keep up to date with new legislation to amend and adapt current processes to meet these requirements. External factors can have a positive and negative impact on the HR function and the organisation in general.  HR must ensure the organisation isn’t infringing on employee rights, whilst also ensuring employees are following all regulations whilst working for the company. 
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EV01 - PESTLE Analysis – Mid and West Wales Fire and Rescue Service 
	
	External Factors
	Factors Affecting Industry
	Importance to Organisation 

	Political
	Government changes
	
	

	
	Political Instability
	Brexit
	Workforce diversity 

	Economical
	Cost of living 
	National minimum wage
	· Impact on organisations budget
· Increase in retention of employees

	
	Budget changes 
	Investment into removal of unsafe cladding from residential buildings
	· Health and Safety – may require equipment to reach such heights 
· Increased workload for Community Fire Safety Department – ensuring local communities are safe

	Sociological
	Ageing Society 
	Age-related illnesses
Mobility issues
	Increase in fire calls – more staff required – recruitment – Training for specific emergencies/roles

	
	
	Ageing workforce
	Increased levels of sickness – unable to complete Fitness assessments

	Technological
	Advancements & Improvements 
	HR Systems 
	Change in processes
Releasing of resources

	Legal
	Changes to legislation
	Pension scheme changes
	FF Pension Scheme – taper protection- legal challenge
Increase cost to employer
Increase in retirements 

	
	Equalities Act 2010
	Equal opportunities for those with visible and non-visible disabilities
	· Discrimination
· Diverse workforce
· Wider pool of individuals to recruit from 

	Environmental
	Carbon emissions 
	Introduction of electric vehicles 
	Reduce carbon footprint
Sustainability award

	
	Teleconferencing 
	Introduction of meeting owl/ Skype
	Reduces travel costs and time taken to travel

Remote access throughout Service area




EV02 - SWOT Analysis – Mid and West Wales Fire and Rescue Service 
	Strengths

· Employee benefits – Salary Plan, Cycle to Work, Lets Connect
· Pension
· Flexible Working / Annual Leave
· Development Opportunities
	Weaknesses

· Hierarchy structure – takes time to get decisions agreed
· Budget constraints – Government funded organisation 
· Resistance to change


	Opportunities

· Increase in Government funding
· Apprenticeship schemes – Government funded
· Collaborative working with partner agencies
· New technologies
	Threats 

· Decrease in Government funding – cuts/redundancies
· Ageing demographic 
· Brexit 
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