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[bookmark: _Toc504338569]Introduction
This paper will analyse the evolving role of HR by also analysing the different tools used within a HR department at an organisation that helps day-to-day activities and in achieving the objectives and strategies. The paper looks into several common HR models used to identify internal and external factors that could benefit and be a threat towards any organisation but allows the business to manage change in order to compete with the ever adapting world of business and accounting for the business’ ethics and accountabilities.





























[bookmark: _Toc504338570]2.0 The Forces Shaping the HR Agenda
HR in context is the link between HRM, the environment and the organisation (Kew & Stredwick, 2016). 
  “HR practitioners are increasingly required to understand how to strategically manage human resources in line with an organisation’s intended future direction” (CIPD, 2017). The strategies developed in HR focus on long term resourcing issues whilst taking into consideration the organisation’s goals (CIPD, 2017). 
Kew & Stredwick (2016) analyse secondary research and cite that the 5 forces that shape the HR agenda include:
· leadership capability 
· economic uncertainty 
· ensuring you have the skills and talents you need 
· delivering on priorities with a limited budget 
· managing the cost base
The organisation size will impact the HR function (CIPD, 2015). 
Figure 1: Organisation Sizes (Ward & Rhodes, 2014)
	Organisation Size:
	Consisting of:

	Micro
	0-9 employees

	Small
	10-49 employees

	Medium
	50-249 employee

	Total SME’s
	0-250 employees

	Large
	250+



Wilkinson & Taylor (2016, p. 25) cite that “HR generalists have knowledge of, and are involved in, all areas of the HR function. Sole practitioners will always tend to be generalists as they need to be able to deal with every part of the HR remit on their own”. 
[bookmark: _Toc504338571]2.1 Models of HR Function
[image: https://blogs-images.forbes.com/rawnshah/files/2015/04/Ulrich-model.jpg]Figure 2: Ulrich’s Model (Shah, 2015)
 “The HR Model describes the organisation of Human Resources as it reaches the strategic goals”, it also it helps to identify gaps in the structure of HR within the organisation and the skills and competencies of HR employees (simplehrguide, 2017). Ulrich’s model (also known as the 3-legged stool) connects HR strategy, goals and objectives whilst defining the operating styles of HR. 
There are many other HR function model’s however (CIPD, 2017) suggests whatever model we use to organise HR, the road to effectiveness lies not only in deeply understanding the business strategy.
[bookmark: _Toc504338572]2.1.1 HR Strategies, Insights and Solutions
HR strategies are formed by can be formed by several different approaches. According to Farnham (2015), it is highly important for an organisation to have developed appropriate HR strategies and solutions to meet the business' needs. A rational approach is often classed as the ‘classical/mainstream’ approach however, there are another two strategies including emergent/logical incrementalism and symbolic/radical (Taylor & Wilkinson, 2016). 
Emergent strategies suggest organisation and strategies are actually influenced from a senior level affecting the direction of the business.
Symbolic/radical strategies are formed by an organisation that sticks to what works well and often “muddle through opportunistically”. This strategy includes little strategic leadership.
 Developing strategies involves using tools such as the SWOT analysis in order to develop aims and objectives for an organisation (Taylor & Wilkinson, 2016). Once internally developing a strategy using such tools, the aims and objectives would need to be put into practice by identifying resources including technologies, capital and people.
[bookmark: _Toc504338573]2.2 Tools for Analysing the Business Environment
SWOT
SWOT is a simple tool made up of four elements including; strengths, weaknesses, opportunities and threats. This tool is commonly used as an internal tool within an organisation to distinguish the SWOT’s (Kew & Stredwick, 2016). Using this tool within an organisation’s HR department can give greater insight into how the business is actually performing. Having each department of a business complete a SWOT analysis or the HR department on the organisation as a whole can instantly show the strengths, weaknesses, opportunities and threats. Once these have been identified, businesses can then form objectives in order to improve the performance of the business and aim at achieving the company’s strategies. Another useful thing about this tool when used in a large organisation with similar duty-performing departments such as Tesco shop floor staff is that if one area has weaknesses and threats that another doesn’t and vice versa with the strengths and opportunities, they can work together in order to become better performing and benefit the organisation.
[image: ]Figure 3: Example SWOT analysis for NHS England (McQuillan, 2011)










PESTLE
PESTLE is a tool used to distinguish external environmental factors affecting or could potentially affect an organisation. 
Figure 4: The 6 factors of PESTLE (Contributor, 2015)
	Political
	e.g. BREXIT, tax policies, stability of government, entry mode regulations, social policies, trade regulations

	Economic
	disposable income of buyers, credit accessibility, unemployment rates, interest rates, inflation

	Sociological
	population demographics, distribution of wealth, changes in lifestyles and trends, educational levels

	Technological
	new discoveries and innovations, rate of technological advances and innovations, rate of technological obsolescence, new technological platforms

	Legal
	waste disposal laws, environmental protection laws, energy consumption regulation, popular attitude towards the environment

	Environment
	employment regulations, competitive regulations, health and safety regulations, product regulations, antitrust laws, patent infringements.

	
	


Technological advancements play such a big role in the everyday duties of an organisation. Organisation’s that don’t keep up to date with these changes are at risk of losing customers as instantaneously, as a customer myself, online shopping is so much more convenient and less time consuming. I am so much less likely to purchase and be a returning customer at a company that doesn’t offer the service of online shopping or home delivery due to this. Businesses need to keep up with these advancements as this would be considered a high external threat to any company.
Figure 5: Example PESTLE Analysis for NHS England (McQuillan, 2011) 
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Figure 6: Porter’s 5 Forces (Anon., 2017)  
Porter’s 5 forces tool was created by Michael Porter, Harvard Business School professor. He created this tool so that organisations could analyse their competitors and what competitive advantage and attractiveness they have. 
[image: Porter's Five Forces Diagram]











The 5 forces allow organisations to identify how a force affects them, its strengths and the direction of which the business is going in, using this information then allows businesses to make strategic decisions to ensure stability.
1.1 [bookmark: _Toc504338574]Factors Impacting an Organisation’s Business and HR Function
Different factors affect HR management in different ways. This depends on the type of organisation it is and in what sector. 
Private Sector 
The private sector is made up of business that are owned privately by individuals or families. It can also be made up of numerous shareholders. The vast majority of private sector organisations are set up to make a profit however, there are some not-for-profit organisations that operate privately.
HR management in small private sector businesses is usually operated by a specialist that conducts all general HR tasks including payroll, training, recruitment etc. However, businesses can vary when it comes to how many HR functions and directors they have depending upon size (Taylor & Wilkinson, 2016).
Public Sector
Public sector organisations can include; “central government departments, local and regional government organisations, public service providers, publicly owned corporations and QUANGOs” otherwise known as quasi-autonomous non-governmental organisation (Taylor & Wilkinson, 2016).
Public organisations are mainly funded by taxpayers for example, the NHS. Public sector organisations are known to have quite large HR departments and functions and tend to have highly reputable HR directors influencing good HR practice (Taylor & Wilkinson, 2016).
Third Sector
An organisation within the third sector could be; co-operative, campaigning organisations or pressure groups, controlled by boards of trustees, and are more commonly known as charities. Organisations within the third sector are not-for-profit and operate similarly to large public sector organisations. HR in the third sector carries out basic tasks (Taylor & Wilkinson, 2016).
Technology
Technology is one element of the PESTLE analysis. According to (Taylor & Wilkinson, 2016) there is a rapid growth in technology allows a UK consumer to purchase a product from anywhere in the world for example, eBay, and be shipped to our doors. Technology allows us to view anything from across the world no matter where we are. Technology is known for driving competition by increased productivity levels. Organisations that don’t adapt to the changing world including introducing modern technology into their business almost face no chance of competing with their competitors, can leave employees jobs at risk and lose employer brand recognition.
Legal
Organisations are required by law, to comply with any legislation in relation to business and HR in terms of discrimination, working time regulations, Agency workers regulations, National Minimum wage etc. Organisations that do not comply with legislation can lead to unhappy employees who can take legal action for not complying. Non-compliance can result in fines and court action which can cost an organisation a lot of money.
Strengths & Weaknesses
Both of the above factors from the SWOT analysis tool benefits an organisation internally. The simple tool allows an organisation to identify its strengths and weaknesses automatically showing room for development or weaknesses that can be improved through the identifying process. Understanding an organisation internally will prepare for external circumstances for example, in a GP practice, there are thousands of patient paper records still being used. The introduction of paperless records is being introduced but at a very slow pace. Patient expectations are very high and in order to meet those and keep up with modern developing technology, using the SWOT tool will identify a weakness which is the time it’s taking to transfer to paperless records and the strength will be already identifying and understand patient expectations.
[bookmark: _Toc504338575]2.3 Key Stages in Strategy Formulation
[image: ]Performance measurement systems such as vertical and horizontal integration strategies can both be used in organisations. “The need for vertical integration to control the growing complexity but at the same time for horizontal control to advance customer-centred production” (Pellinen, et al., 2016). 
Figure 7: The Horizontal Vertical Alignment Model (Kew & Stredwick, 2016)
Vertical are alignments between an organisation’s goals and strategies in one hand and the HR policy in another.
Horizontal is alignment between the different HR policies in order to be consistent with each other.
According to (Armstrong & Taylor, 2014), strategic management is best defined as a ‘process’. It involves strategy making, forming and the survival of the organisation. It is deciding what business the organisation will be in and "forming a strategic vision of where the organisation needs to be headed". Implementation of a strategy involves "converting the strategic plan into action and then into results" (Armstrong & Taylor, 2014). 
[bookmark: _Toc504338576]2.3.1 Business Ethics and Accountability
Kew & Stredwick (2016) suggest business ethics consist of three elements including; “fairness, deciding what is right and wrong, and the practices and rules which underpin responsible conduct between individuals and groups”.
Every organisation has responsibility for ethical processes and decision making within the business and promoting ethical behaviour. Business ethics is a form of code of conduct consisting of moral standards for organisational behaviours (Taylor & Wilkinson, 2016).
HR usually have a responsibility in promoting ethical behaviour within an organisation. This is usually done by promoting the companies code of ethics and is a code of conduct. There are three types of promoting ethics including; educational, regulatory, and aspirational.
Educational promotion is usually used to increased moral awareness and behaviour within a company.
Regulatory promotion of ethical code of practice will consist of detailed information regarding behaviour values and assists with resolution of conflicts.
Aspirational promotion usually gives the general values and communicating these to individuals (Taylor & Wilkinson, 2016).
Organisations that have good codes of ethics usually recognise the importance of each stakeholder’s relationship. 
[bookmark: _Toc504338577]3.1 Business Performance and the Role of HR in Business Planning and the Change Management Agenda
Organisations need to be prepared and willing to adapt to the changing world. HR plays a big role in an organisation undergoing change as they have to design and have to implement it.  HR departments are involved in the initial stage of the project team, inform managers of skills available within an organisation also identifying skill gaps and the need for training and development (weaknesses), they are responsible for the appropriate communication to reach every area of the business, evaluating the effect that change is having on the organisation e.g. absence statistics, grievances raised etc. (Taylor & Wilkinson, 2016).
Two tools commonly identified when an organisation is undergoing change are individual perspectives and group dynamics (Kew & Stredwick, 2016).
According to (Anon., 2017) managing change is important as “there is evidence to suggest that most change initiatives fail.” 
Building trust is a very important factor to be considered when implementing change as many employees can become disengaged during a change process. Managing change effectively originates from the plan. Analysing every aspect of the business and what parts will be affected, then evaluating advantages, disadvantages, and trying to identify any possible obstacles that could be encountered along the way can help change be implemented smoothly. When little organising has gone into a change, this is when errors can happen and be faced with the unexpected which not only affects a business’ reputation, but the trust employees have in the business and their employers. 
Clydach Primary Care Centre merged with another practice in Morriston on the 1st January 2017. This involved several months of organising, discussions, re-evaluations and more. As the process is still active and the practices won’t undergo system merges until April 2018, the practice is constantly identifying areas which will need changing for example, administration work will be centralised at Clydach however, administration staff have identified several problems with this such as the turnover in regards to time when clinical letters are scanned onto the system. Due to the high amount of clinical letters received on a daily basis and a limit of letters per GP, not all information can be scanned onto patient records. This becomes a problem when the practice in Morriston require the information in the letter for immediate medication changes and have no record of the letter on the electronic system.  
[bookmark: _Toc504338578]3.2 Sources of Business and Contextual Data
A vast amount of information is collated during management planning within HR. There are two types of information; internal and external. Internal information can be analysed using the following:
Business performance and planning can be analysed through using the following methods;
- KPI (Key Performance Indicators) are used to identify an area of HR that is most important for the achievement of business objectives. KPI’s are specific, measurable, achievable, and performance-relevant and have deadlines (Taylor & Wilkinson, 2016).
- Balance scorecard is a document that states an agreed list of performance measures in tables. They include a ‘high-level strategy map’ which show how certain measures relate to each other and the organisation’s objectives (Taylor & Wilkinson, 2016).
Internal data could consist of employee statistics for example, Clydach Primary Care Centre merge has lead the practice managers having to collate information of each employee’s job role and duties. This information will be used in order to centralise tasks such as prescribing, administration, summarising etc. 
External data could include; government information or competitive information. 
Government information used through managing change could be used during changes of legislation, for example. 
Competitive information used during change could benefit an organisation a lot. Large organisations such as Tesco could be undergoing cuts and have to reduce the number of employees they have. Looking at available competitive information from i.e Asda would benefit Tesco by showing them how Asda manage their workforce with particular budgets. 
[bookmark: _Toc504338579]Conclusion
This paper has looked into the models of HR including models which play a key role in the planning and implementation of strategies in an organisation such as the Ulrich model, SWOT, PESTLE etc. The HR aspect of an organisation almost glues the whole organisation together connecting employers, employees, business strategies, ethics and performance as a whole. 
The paper also covered how HR manage internal and external factors that will and could potentially affect a business (see figures 3 and 5). HR departments and employees are required to implement strategies across the whole workforce and ensure employees are meeting the objectives of the company whilst monitoring performance and manage change where needed using internal and external information including company statistics, government information or competitor data.
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