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1.0 Executive Summary
This report will outline the critical role of managing people in organisations and how this differs between a traditional and hybrid working environment. The two organisations that will be compared within this report are Apple & Newport City Council. I will highlight within this report how both working environments shape their HR Strategy and manage their people whilst considering what influences these decisions. Firstly, I will briefly overview each organisation and provide critical information on their HR Strategy. I will then give a direct comparison of both organisation's HR strategies and how these differ in hybrid and traditional working environments. Based on these findings, I will provide recommendations on potential changes for the future.
2.0 Case Study – Apple (Retail)– Traditional Working Environment
Apple is one the world's largest and most well recognised companies, with a market valuation upwards of 2 Trillion dollars (Howley, 2022). One of the most elastic markets in terms of demand means they are required to innovate consistently. There are 528 physical stores across the globe, and Apple stores serve functions beyond sales – providing workshops & servicing products, too (Barkho, 2021). Apple shows tech retailers exactly how business is done by ensuring a legendary focus on customer experience (Moorman, 2018) 
Apple proudly states that its most important asset is its people, and its ‘People’ department covers all the main functions of a traditional HR department - Talent Acquisition, Talent Management, and Development, Inclusion, and Diversity, Benefits, and Compensation (Apple, 2024). 
Apple’s business is predominantly male and has come under some recent criticism for disregarding female colleague complaints (Sherr, 2022) states, ‘the company has struggled to follow through on its promises of promoting women and stamping out bad behavior’. 
The systemic ‘secretive’ culture seems to be something retail employees struggle with, Nicas et al., (2021) colloquially references the retail business ethos as ‘Their culture is: Drink our Kool-Aid, buy into what we’re telling you, and we’ll promote you.’ This also feeds into the non-conventional line manager structure and employees feeling out of the loop. The autocratic leadership style, characterized by emphasis on hierarchy & centralised decision making, displayed within Apple’s people management structure is directly comparable to Newport City Council’s democratic leadership approach (Square, 2023)
Just as the management approach can impact on staff morale so can using a performance management (PM) tool. A PM tool that often has little or no bearing on actual employee performance can cause some severe issues for morale Gocheva (2023) states a good NPS score is 0 and above. Above 50 is excellent, and above 80 is world-class’. Apple’s score comes in around 61, which means they are above excellent, but as a striving market leader, it suggests no rest for retail teams who need to keep striving to be the best as the business is sales driven.



3.0 Case Study – Newport City Council – Hybrid Working Environment
Newport City Council plays a pivotal role in delivering services to residents, businesses, and visitors, ensuring everyone can contribute towards making Newport a safe, sustainable, and resilient place to work and live (Newport City Council, 2024). Unlike Apple it is not sales driven and instead is accountable to its elected officers who in turn are voted in by residents. Internally, a democratic management style is favoured.
Over 150,000 residents in Newport have access to 800 different services the council provides, working alongside 51 councilors who support communities on the ground. Newport City Council has a workforce of around 6,000 led by the Chief Executive, Beverly Owen, and supported by three Strategic Directors, 11 Heads of Service, and around 40 senior managers (Newport City Council, 2024). A female in the lead role is perhaps the first strategic difference noted when compared to Apple and arguably the staffing mix in the council is representative of the community which it serves.
The HR team is made up of a team of HR professionals and business partners, but similarly to Apple, there are separations between HR functions; for example, Policy & Inclusion sits in a different structure to People and Transformation and is not encapsulated by one big team – but they do all have a seat at the decision making table (Newport City Council, 2024).
Newport City Council operates a hybrid working environment with freedom to control individual diaries in line with contracted hours. Hybrid and remote changes only occurred after the pandemic; before this, the council was a strictly office-based authority. The council produced a ‘New Normal’ methodology with their main objective to ensure that staff were supported during the transition, especially targeting the following – Well-being, Remuneration, Professional Development & Support and Leadership (Newport City Council, 2021). Arguably, it may be too early to assess the impact of these changes, but the flexibility has created happier working environments across departments.
However, with remote working comes issues knowing when to stop; Workplace (2024) states, ‘As a remote worker, it can be difficult to know when to unplug and stop working, making work feel never-ending’ – which actively goes against everything the council was trying to promote. This is successfully monitored by leaders in the business by introducing a staff well-being policy, providing training and coaching on how to manage work load and fatigue in an ‘Always on’ digitally driven working environment (Newport City Council, 2021).  
The increased pace of change means that in the last three years, Newport City Council has gone through a substantial technological overhaul to transform how office staff can work flexibly at home and serve their communities while following a modern and inclusive strategy in terms of technology both internally and externally (Newport City Council, 2022).

4.0 – Working Environment Comparison
To compare both working environments, this has to be done within the context of each sector. Apple is a tech giant. As Newport City Council is a government organisation, there is a certain amount of red tape to overcome when changing processes, and decision-making relies on not only internal teams but external councilors & community input – this comes down purely to accountability especially when considering a politically governed organisation. 
4.1 Comparison Table
Below is a table which outlines a comparison of both business strategies, looking at the most essential parts of their individual HR strategies.
	Strategy Facet
	Apple (Traditional)
	Newport City Council (Hybrid)

	People Management
	Apple’s HR strategy promotes ‘Hustle Culture’, which can be difficult when trying to achieve a positive work-life balance (Main, 2023).

In a non-conventional line manager structure, key business messages are not always filtered or shared with entry-level teams (Podolny et al., 2022)

Systemic ‘secretive’ culture (Nicas et al., 2021)

Internal problems should be kept internal (Schiffer, 2021)
	As local authority, their ethos is person-centered, and the teams that support the city are the most crucial component of the business (Newport City Council, 2024)

Individual staff members are empowered to set their own achievable objectives in line with council plans (Newport City Council, 2024)

Struggles with adapting to the new normal, difficulties for employees feeling ‘Always on’ (Christian, 2022)



	Performance Management
	Utilising a ‘Net Promoter Score’ to drive performance, which is a direct response from customer experience (Schiffer, 2021).

Targeted heavily on insurance add-ons – post sale of expensive tech (Zafra, 2022)
	‘Integrated performance and risk framework’ sets out easy-to-follow guidelines on what is expected in terms of performance (Newport City Council, 2024)

Individual staff members are empowered to set their own achievable objectives in line with council plans (Newport City Council, 2024)

	Technology Use
	Ultra- Siloed teams brought together by internal chat tech ‘Slack’ (Schiffer, 2021)

Apple & GE Partnership provides predictive data and analytics to their business (Evans, 2019)
	79% of customer transactions are completed online or in self-service (Newport City Council, 2022)

Data that shapes services is provided by local sources and census information.




	Diversity & Inclusion
	A lower percentage of women (38%) than men (63%), especially in retail leadership roles (Zippia, 2024)

Low minority employees large commitment to  a racial equality justice program in 2021 (Global Data, 2024)
	Newport City Council drives diversity and inclusion in the workforce, especially in leadership. The current chief officer layer has a 70/30 split of female and male (Newport City Council, 2024)



	Learning and Development
	Commitment to invest in their staff with their employee education program (Apple, 2024)


	A learning and development directory is available to all staff in all areas of the business, with both free departmental and vocational courses included (Newport City Council, 2024)




The comparison above outlines how different working environments approach their HR strategies differently, this is not necessarily dependent or impacted by the working environment, but it can force change in certain areas – i.e. Hybrid Working Model following the pandemic.
4.2
Firstly, the main key difference to highlight is that these businesses are completely different, in their sector, the way the operate and what they deliver to customers. However, it is clear that even when looking at two completely different organisations, comparison can be drawn in terms of their HR Strategy, and similar factors can affect the day to day running of both. 
In terms of people management, both businesses operate differently – autocratic and Democratic in terms of their leadership approach which directly correlates to the working environment. Hybrid environments are perceived to be more flexible than traditional working which may mean that leadership needs to more flexible to accommodate these changes.
Performance management comparisons show that the working environment has little impact on how performance is managed, it is much more dependent on the nature of the business and what it establishes as its key performance indicators. The findings from the comparison above show that traditional working environments can potentially be more siloed, than teams that are forced to collaborate due to their hybrid environment.
Technology is certainly more important to a tech business, but technology is a huge driver behind being able to operate as a hybrid business. Connectivity is everything, so it is essential to ensure a strong established network amongst teams working remotely. Apple is a company that is pioneering AI where they can interpret and generate different types of data (Murphy Kelly, 2024). Newport City Council’s digital plan does not factor AI as one of its goals up until 2027, and the success of AI in business potentially could be something they could learn from companies like Apple.
Evidence suggests that hybrid working creates a flexible and inclusive working environment, allows for diverse hiring, more leisure time and developing trust amongst teams (GBS Corporate, 2024). The only direct comparison is the difference of men and women within each of the businesses. The comparison suggests that traditional working environments can have a more male demographic, but this could also be reliant on the industry of the business too. As Newport City Council work within a culturally diverse city, the UK everyone is bound by the Equality Act 2010 to avoid discrimination inclusion so they reflect the diverse city of which they serve.
Learning and Development is much the same across both working environments as show in the comparison table (4.1), and both organisations give their employees access to learning to further their career and support retention. 
5.0 External Business Environments
In order to provide a more comprehensive analysis of the external business environment the PESTEL analysis below highlights the external factors impacting the organisations themselves, from this it will be evident which external factors potentially shape HR strategy and potentially determine working environments.
Some elements have been identified by either (S) for Strategy or (W) for Working environment, as to which area would be potentially impacted.
5.1 Table 2: Apple PESTEL Analysis
	Political
Taxation Policy
US/China debates/Trade wars
	Economic
Labour Costs in China (Manufacturing) 
Income & Cost of living (W)
Strong U.S Dollar (PESTEL Analysis, 2015) 


	Social
Ethical Manufacturing Concerns (S)
Changing Trends (Perira, D 2023) (S)
Demographics (S) (W)

	Technological
Cybersecurity Threats
Tech advances (S) (W)


	Environmental
Environmental Sustainability (Perira, D 2023)
Climate Change (S) (W)
Sustainability commitments (W)

	Legal
Data Protection Regulations (S) (W)
Lawsuits (General)
Intellectual Property Laws








5.2 Table 3: Newport City Council PESTEL Analysis
	Political
General Elections (S)
UK Political Agenda/Ethos (S) (W)
	Economic
Cost of Living Crisis (S) (W)
Shared prosperity fund 
Participatory Budgeting (Newport City Council, 2024).
10% Most deprived areas (Gov Wales, 2019).


	Social
Community Groups (S)
Participatory Budgeting (Newport City Council, 2024)


	Technological
Digital Strategy (Newport City Council, 2024).(W) (S)
Upgraded Website


	Environmental
Climate Change Initiatives (W)
Recycling 
Clean Air Day
10% Most deprived areas (Gov Wales, 2019).


	Legal
Local Authority Legislation (S)
Following UK Gov & Welsh Gov Laws (S)




6.0 Conclusion
To conclude, both organisations adopt the working environment that suits their individual requirements. In a retail business there is very little scope for flexibility especially when operating from a storefront. The findings in this report highlight the importance of not necessarily which working environment is better, but adopting the working environment that best suits the organisation. Although both organisations considered in this study are completely different in many ways, this report has still managed to shine light on similarities within both HR strategies regardless of working environment.
The external environment analysis shows that social and economic trends are the key drivers for these organisations, and the changes in these areas directly feed in to HR Strategy, and in the case of Newport City Council, the decision to make their working environment completely hybrid.
6.0 Recommendations
Recommendations for Newport City Council
A strong recommendation would be for NCC to adopt a more proactive approach to utilising technology within the organisation, especially within their HR function. Currently a lot of the processes done by HR are manual and require manpower to complete, so the application of technology or AI to give access to analytical data quicker may be more beneficial. Councils are currently experimenting with AI applications and working with strategic partners as to how they can potentially use AI – highlighting the following for pilot use:
· Internal) search of (already public) documents, like HR policies, council meeting documents, or policies or strategies.
· Automated (low-risk) communications with residents, like letter writing around non-sensitive matters (Nutt, 2023)
The benefits of applying this recommendation is that AI not only streamlines administrative tasks, but also opens new avenues for deeper and more accurate engagement with community needs (Colman, 2024). This will support the councils digital strategy of ensuring communities can access council services faster and more efficiently than ever before.
Recommendations for Apple
As a global business the market in which Apple operates means that they are constantly reinventing themselves to remain competitive. The only aspects highlighted from the comparison table would be their approach to performance management, which unfortunately in a sales environment needs to be more focused on customer service and delivering the customer experience. 
Through researching the company there seems to be a disconnect between retail staff and the overall ethos of the business, stores losing a lot of staff due to mental health & stress (Herbst, 2022).
My recommendation would be to integrate retail staff into the business more by offering insight into other areas of the business and how they operate. Often retail staff can feel like the inner workings of the business are secretive, co-workers are actively advised not to discuss work, and given access to information on a strictly need to know basis (Eadicicco, 2015).
This could potentially be done by offering career experiences, taster sessions and bringing in guest colleagues into the business to offer talks and inspiration.
Benefits of this would be a happier, more well informed work force who feel part of the bigger picture, not just a colleague at a retail store.
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