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Section 1 
1.1 
Global events have caused significant disruption to organisations, especially due to Brexit and Covid-19. Despite it being a VUCA environment, long term planning remains crucial to business success (Farnham, 2015). It allows organisations to focus on internal and external factors, which consider workforce, financial, marketing and legislative issues (Farnham, 2015). Long-term planning forces organisations to future proof plans, providing direction and allowing monitoring of progression although Stobierski (2020) argues that changing environments, can restrict innovation, suggesting emergent strategy is better suited. 

Recognising the different approaches to long-term planning, Hywel Dda University Health Board (HDdUHB) use a planned view, creating an Intermediate Medium-Term Plan. Designed predominantly by senior leaders using a top-down approach, this differs significantly to Severn Trent, who demonstrate their commitment to employee engagement, communicating and collaborating through various activities (Powell, 2022), through an interactive approach.

Both organisations show commitment to long-term planning (5 years), demonstrating evidence of switching from planned and emergent approaches, which reduces the limitations of both strategies (Stobierski, 2020). 

From a HRM perspective, Severn Trent planning focusses on human resource-based strategies through effective communication, employee recognition, inclusive practices and co-creation of strategies.  Although these areas are covered as part of the HDdUHB strategy, they are not embedded in the same way, resulting in greater effort needed to engage the workforce.  

HDdUHB also demonstrate their commitment to workforce planning, creating a workforce with the right skills at the right time to meet organisational needs (CIPD, 2017c) through their ‘Grow Your Own’ Strategy resulting from an ageing workforce and population demographics (HDdUHB, 2022a).  

1.2
Divided into four stages (Figure 1), environmental tools consider micro and macro approaches, with macro-approaches examining external contexts and micro-approach focussing internally, including products/services and technology  (Farhnam, 2015).

[image: ]

PESTLE (Political, Economic, Social, Technological, Legal and Environmental) Framework supports strategic thinking and decision making (CIPD, 2020a), through a holistic analysis of external factors (Farhnam, 2015).  By considering the external context, it considers each factor and allows wider thinking to identify opportunities and risks, allows for the consideration of financial impact in relation to external factors and supports strategic planning (CIPD, 2020a).  

A framework known for over-simplification, the PESTLE can lack depth (CIPD, 2020a), although Gray (2019) argues overcomplicating external factors could lead to unnecessary reactions.  Criticised for its qualitative nature, the PESTLE limits the ability to provide a quantitative approach (Yuksel, 2012),  although this can be mitigated by using as part of a wider strategic planning approach (Warner, 2010).  

A SWOT analysis tool (Strengths, Weaknesses, Opportunities, Threats) supports the screening of possible strategic planning ideas, taking into consideration both external and internal factors (Farrukh, 2005) and when used with PESTLE, increasing the effectiveness (Aithal, 2016).  Criticised for its simplistic four box method (Gray, 2019), the true benefit of SWOT analysis is the ability to allow managers to self-assess, but also be used collectively, promoting discussion and encouraging deeper thinking (CIPD, 2021b).  

External analysis using both PESTLE and SWOT can support the formulation of organisational and HR strategy when carrying out periodic broad external scanning, prior to implementing significant change or to identify opportunities for improvement or growth, with an example being the impact of technology linked with business need.   From a HRM perspective, analysis of various areas could include forecasting labour needs, evaluating training programmes or implementation of agile/hybrid working. 



1.3
Due to changing business context, the HR function has seen significant change in priorities, with less focus on people management, shifting to aligning with business agenda and relationships within the workforce to achieve organisational objectives (Farnham, 2015).  Traditionally change management was seen as a HR’s role, however this has shifted, with the CEO and business leaders being responsible for leading the change and HR now being seen as the expert facilitator within the change process  (CIPD, 2015), being internal whilst reacting to change by being available and flexible (Farnham, 2015). 

“Change is the new constant” (PWC, 2021), driven by internal and external factors including customers, technology and the current climate (CIPD, 2021).   When considering change, change management refers to “the leadership and direction of the process of organisational transformation, especially with regard to human aspects and overcoming resistance to change”  (Fincham & Rhodes, 2005). 

The CIPD research identifies three phases for transformational change, incorporating ten themes (Figure 1). During the design phase, HR professionals need data analytical skills, collate and interpret data from multiple sources, seen as a growing priority for practitioners.  Through the implementation stage, skills needed relate to leadership, with the ability to engage managers and using effective communication and active listening, enabling employee voice, ensuring sustainable change.  Emergence of the need to think creatively and be innovative to engage and communicate with the audiences was also recognised as an essential skill.   Although skills identified earlier on in the CIPD research focussed on structure, processes and workforce planning, additional focus on skills was around the ability to embed behavioural and attitudinal change.  (CIPD, 2015)
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Figure 1: Then Change Transformational Themes (CIPD, 2015)

The HR function should be organised to support the organisation through an era of constant change with HR interventions at strategic, operational and individual levels, recognising the need for fluidity and how this relates to strategic and operational goals (Farhnam, 2015). 

Recognising the priorities of Severn Trent remained around employee engagement, despite the impact of the pandemic, HR were able to maintain the role of expert facilitator, with the CEO being at the forefront (Powell, 2022) and demonstrating based practices through the three stage transformational themes. Through innovative engagement activities demonstrated their partnership approach to managing employee relations, built on mutual trust, collaboration and employee voice (Farhnam, 2015).  To avoid furlough, the company demonstrated their ability to deliver radical change, whilst continuing the accountability of the workforce through maintaining bonus payments. 

Within HDdUHB, significant investment in the HR structure led to considerable change of the HR function.  The corporate HR function developed people strategy linked to business objectives ensuring governance and compliance (Farhnam, 2015), whilst the centres of excellence providing specialist expertise in terms of L&D, leadership, talent management and people resourcing.  Customer needs are achieved by providing a single point of contact for services through a business partnering approach, who receive support from the centres of excellence. 

Despite HR still being the drivers of transformational change within HDdUHB, although not ideal, still supports constant change, with business partners considering the operational objectives, corporate HR the strategic issues and individuals needs being met through the use of a shared service approach.  Through effective communication and an understanding of roles, provides an effective HR function, aligning HR practices. 

Recognising that the priorities of HDdUHB focus is on changing culture, HR professionals still are responsible for people management, with managers not being empowered to manage people management activities.  This impacts the ability for HR professionals to fully take on the role of expert facilitators. 
In summary, although Severn Trent perfected their model based on exemplar standards through CIPD research, HDdUHB use the more traditional Ulrich’s (1997), recognised to support a large organisational structure, overseen by the corporate HR function. 

Section 2 
2.1.B
External influences and competitive forces create major challenges for recruitment and retention, particularly intensified within the care, retail, hospitality and transport sectors (CIPD, 2022).  Retention is calculated based on overall retained staff, whereas turnover (attrition) refers to leavers (Taylor, 2018).  To improve retention requires organisations to analyse reasons for leaving, creating strategies to mitigate attrition (CIPD, 2021d). Despite the impact of retention depending on labour market fluidity and ability to recruit, cost of recruitment still highlights the need to consider retention strategies regardless of the labour market (CIPD, 2021d).

External factors are outside organisational control including workforce demographics, labour market fluctuation, the great resign and skills shortages. The labour market transfers balance of power between employers and employees depending on supply and demand (Farhnam, 2015).  Labour market intelligence data relates to the working age population who can access employment (Farhnam, 2015).  In Wales this equates to 47% of the population compared to 50% of the UK (Welsh Government, 2022b). This equates to an unemployment rate of 4.2% in Wales and 4.4% in the UK (Welsh Government, 2020).  Data in Wales is impacted by ageing demographics with increasing concern that 25% the population in Wales will be over 65% by 2038, thus demonstrating the need for workforce planning interventions (Welsh Government, 2021).  

Despite Porter’s Five Forces analysis predominantly focussing on market share (Farhnam, 2015), competitive forces impacting organisations from a recruitment and retention perspective consider competitive advantage of other organisations within similar sectors, and where an organisation has greater.  Porter (2004) identifies alternative strategies and where no strategy is used, leaves the organisation vulnerable.  The differentiation strategy, recognised for above average return, focusses on offering a unique service to combat competitive forces, which should be considered within the deployment of HR strategies, thus improving and diversifying the employer brand (Farhnam, 2015).   

Considering the current tight labour market and using a differential strategy, organisations need to revisit their policies to be people centred, focus on well-being and recognise diversity.  

Upskilling Staff should also be considered, with 39% of organisations adopting this strategy (CIPD, 2022), recognising it supports retention, employer branding (Business Matters, 2021), attracts 37% of individuals to organisations and raises employee loyalty and engagement (CIPD, 2020). 

In addition, 45% of organisations have hard-to-fill vacancies, mainly impacting education, healthcare and the voluntary sector (CIPD, 2022) and recognising the ageing workforce, strategy should consider apprenticeships as a way of creating a younger talent pipeline (CIPD, 2020). 

Flexible working is key to both recruitment and retention (Deloitte, 2021), with 38% of employers embedding this into practice (CIPD, 2022).  This is being recognised as an expectation following the pandemic (CIPD, 2021b) and research identifies 46% of people leave without flexibility (Microsoft, 2021).  Flexible working supports retention and widens access, aiding personal barriers including childcare (Timewise, 2021). ACAS (2021) suggests employers should consider strategies that proactively support flexible working creating equity within varied workforce demographics 

Although 44% of employers combatted recruitment challenges by increasing salary this year, only 27% of employers with hard-to-fill fill vacancies see this as addressing challenges, compared to 36% of all employers (CIPD, 2022).  In addition, organisations cannot adopt this due to profitability or pay scale constraints (Farhnam, 2015).  Increased salary impacts productivity initially (Fisman & Luca, 2018), this does not increase long-term employee engagement or employee experience, which are major contributory factors in employee attrition (Carter, 2019)


2.2.A

Public policy is government led, creating best practice guidelines on employment issues, labour market policy and the learning agenda (Farhnam, 2015).  Covid-19 has instigated new models of working, with reactive implementation of flexible working (CIPD, 2020), during which time, the government have supported these plans. If public policy stated the adoption of a four-day week model as best-practice, consideration is needed in relation to implementation for the workforce and strategic direction. 

Endorsed by Peter Cheese from the CIPD (Faragher, 2021), the model is increasing in popularity with many organisations having now trialled it.  A report by the Future Generations Commissioner for Wales identified plans to create new standards for working time as part of achievement of the Well-being of Future Generations (Wales) Act 2015, aiming for a shorter working week to become the recognised standard across Wales (Autonomy, 2022).  

Organisations want to provide employees with greater autonomy to create innovative solutions, with greater flexibility and the model is one way to achieve this (Chakraborty, et al., 2022).   Significant benefits have been identified which not only improves work-life balance (Chakraborty, et al., 2022), but boosts productivity (Abid & Barech, 2017) and increases innovation (4dayweek, 2022).  Shorter working weeks can also improve the loyalty and engagement of employees (Abid & Barech, 2017), increasing retention.  In addition, it also improves attraction as it suits the workplace ideology of generation X and Z workers (Chakraborty, et al., 2022).  This positively impacts financial commitment, both in terms of increased output and reduction in recruitment costs. 

The four-day week model encourage effective time-management, producing as much work within the reduced timescale (Kelliher & Anderson, 2010).  Where this is not managed appropriately, providing staff training and preparation to manage new working methods, this can lead to stress (Thomas, 2021) .  Where employees are expected to fulfil their original hours in four days, this decreases productivity and impacts work-life balance (Makarius, et al., 2021), demonstrating the need for organisations to create robust plans, considering the training implications. 

Atom Bank implemented four-day working, without financial loss, but expected the staff to work longer days, this demonstrates that organisations are not adopting the same approach and this was criticised, other factors need to be considered relating to employee wellbeing, linked to implementation, consultation and communication (Chakraborty, et al., 2022).   Research suggests that working long-weeks impacts psychological health and therefore four-day working not only improves mental health but reduces sickness (Li, et al., 2019), which will once again provide financial savings in terms of sickness and reduce the impact on well-being services to manage mental health issues within the workforce.  

Overall, the impact of flexible working hours has delivered positive results in terms of productivity and performance (Abid & Barech, 2017),  however it should be recognised that where the concept has demonstrated exceptional results, the way in which this is administered is key to the success of the concept (Chakraborty, et al., 2022). 30% of organisations are still adopting informal, fluid approaches to embedding flexible working, which will impact the success of implementation (Makarius, et al., 2021). 

It is imperative organisations intentionally plan this transition, including a pilot phase, permanency arrangements and evaluation, considering communicating, consultation and a phased rollout to allow HRM functions to cope with additional people management activities.  Planning should consider strategies to reduce impact of stakeholders and service levels, understanding potential risks linked to decisions (Chakraborty, et al., 2022). 

Organisations need the right infrastructure and workplace culture, to minimise the disruption, including a culture where managers recognise trust and manage output rather than presenteeism (Abid & Barech, 2017).  Changing culture creates significant HRM intervention, recognising culture takes time to embed. 
 
2.3.A  

As a Health Board, legislation and government policy impacts the organisation both positively and negatively depending on the nature or pace of implementation, driving strategic leadership in terms of planning to respond to imposed changes (Farhnam, 2015).  

The Nurse Staffing Levels Act (Wales 2016) (NSLA) has impacted positively as is centred around a pragmatic approach to managing the nursing workforce.  It outlines the minimum staffing levels and where this is impossible, it uses a triangulated approach considering patient acuity and quality of care, thus promoting patient safety (Legislation.Gov, 2016). 

Flexible in its design the NSLA considers steps to mitigate risks and where concerns are raised, feeds into risk processes, supporting risk management.   One of the main advantages of the NSLA is the financial protection for nurse staffing, assured through annual updates to Executive Board and Welsh Government. This legislation not only improves patient care but considers the health and well-being of the nursing workforce. 

Where governmental policy has impacted HDdUHB negatively is the pace of the introduction of the Welsh Language Standards Regulations (2015) which outlines Welsh should not be treated less favourably than English and organisations are obliged to ensure that they have specific arrangements in place (Legislation.Gov, 2015). Despite this having an overall positive impact on Welsh language, culture and Welsh speaking service users, this causes significant pressure due to financial sanctions for non-compliance, enforced by the Welsh Language Commissioner (WLC) (Higgins, 2016), at a time where the Welsh translation services in Wales is unable to manage current organisational demand (HDdUHB, 2021). In addition, where HDdUHB are currently being sanctioned, for non-compliance, this results in fines being paid from public money, reducing financial opportunities to improve patient care. 

Within the HDdUHB footprint 47% are Welsh speakers, compared to 36% of the workforce.  Recognising that the WLC wants to reach a target of 1,000,0000 Welsh speakers in Wales by 2050, HDdUHB have responded by the implementation of a Bilingual Skills Policy, setting a target of achieving 50% of the workforce being Welsh speakers, however this needs to recognise the diversity of the current workforce. 

Where the standards expect Welsh essential posts to be advertised in patient facing roles, the nursing and medical workforce crisis prevents the ability to enforce this, recognising that a significant proportion of the workforce come from overseas. An example of this is that 23,000 international nurses have been recruited in the UK within the last year, which impacts the workforce percentage of Welsh speakers (BBC, 2022).
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