


1.1 The current Coronavirus pandemic has highlighted the need for businesses to plan for the opportunities and threats posed by external influences. Using an organisation, you are familiar with, critically examine which tools HR and management could use to analyse its external environment, justifying your choice (10 marks). 
Kew and Stredwick (2016) define the ‘environment’ as any external factors which can have an impact on the organisations current and future activities.  The current turbulent environment has highlighted how uncertain all factors relative to each organisation are with no environment remaining static or placid.  For and organisation to be able to cope in such difficult unprecedented times they must be aggressively ready to change.  (Kew and Stredwick 2016).  In the retail environment Holbeche (2005) argue an agile culture is created through and intense customer and market focus with internal systems, structures and processes supporting this. Organisations must be agile in the uncertain times and understand that when addressing current megatrends, the future may create a series of evolving uncertain trends that will require a number of approaches.    
There are a number of tools that can be utilised by Morrisons to analyse the external environment. PESTLE and SWOT are viewed as the most commonly used external analysis tools utilised by organisations.  PESTLE is viewed as a broad fact-finding tool that helps organisations establish the external factors that could impact decisions made by the organisation. (CIPD 2018).  Focusing on the Political, Economic, Social, Technological, Legal and Environmental factor affecting the organisation can be viewed as the foundations that form any form of strategic planning or business strategy.  The analysis is flexible, so organisations can use it in a range of different scenarios. HR practitioners and senior managers can use the results to guide strategic decision-making’. (CIPD 2018)
The retail environment can be arguably described as ‘hyper-competitive’(Sparrow, 2002), indicating the speed and rate of change is constant due to the current environmental climate and the megatrends the industry is confronted by. 
It can be debated that if the organisation does not understand the functions of a PESTLE analysis ‘it will face a lack of comprehension of business decisions and planning, people strategies and workforce management, product development, organisational change, industrial turbulence and why some change is affecting them’. (Johnson. B 2017).
Evaluating PESTLE as a single primary strategic tool critically highlights that the six PESTLE factors can change drastically and quickly.  The tool can also be viewed as simplistic whereby unless each point is critically examined it will remain shallow and limited information will not be sufficient for effective business preparation and planning.  The strategic tool also relies heavily on documented, factual information.  This information is not always easy to access particularly in such unprecedented, uncertain times and obtaining such information can be time consuming and extremely lengthy.
PESTLE primarily focusses on external factors, however, to evaluate the wider scope it is understood that also implementing other analytical tools including SWOT, (Humphrey 1960-1970) PEST, STEEPLE (Aguilar 1967), Competitor Analysis, scenario building and utilising the workings of Porter 5 Forces (1979) is essential.  This supports Sammut -Bonnici and Galea (2017) stating that PESTLE has advantages as a tool but requires the combination of additional models to ensure the required outcomes are enhanced. Schwartz (2003) expresses that by utilising scenario building process we strengthen as an organisation so we can cope more effectively with change, however Miles and Snow (1978) theory on how we cope with change suggests that organisations that are reactors only make adjustments when forced to do so in response to the social climate affecting them as a business.

1.2 Building on some of the points highlighted in the above People Management article, discuss the strategic priorities for businesses and HR departments in constantly changing environments (20 marks).   
‘Our profession has never been more challenged as we work to support organisations and our workforces throughout these tough times’ (Peter Cheese CIPD May 2020).
The Deloitte Global Human Capital Trends 2019 survey highlights that of ten critical trends shaping the global human capital agenda, 85% of respondents stated that 21st century leaders face unique and new requirements.  Critical new competencies include leading through change, embracing ambiguity and uncertainty while understanding digital, cognitive and AI driven technologies. Deloitte 2019.
The external contexts of HRM is continually changing (Farnham, 2015) and HR has to manage them by implementing appropriate strategies, policies and procedures (CIPD, 2019).   Strategic HRM can accompany a number of individual HR strategies including, to deliver fair and equitable reward, to improve employee performance and to streamline organisational structure.  These strategies are not strategic HRM.  HRM is the overall framework that determines the shape and delivery of individual strategies, systematically linking people with organisations by integrating HRM strategies into corporate strategies to deliver organisational value.  Schuler and Jackson (1987) developed the connection between competitive advantage, employee behaviours and HR practices.  
Tyson (1995) defines HR strategy as ‘A set of ideas, policies and practices which management adopt in order to achieve a people management objective’ (Tyson, 1995), to make a specified and added-value contribution to achieving broad goals (CIPD, 2017). Within Morrisons appears to be that or reactive which can be linked to the workings of Quinn (1980) alternative definition, based on the emergent approach model, which offers no single objective of strategy and emerges overtime (CIPD, 2019). 
Boxall and Purcell (2003) describe Strategic HRM as being concerned with explaining how HRM influences organisational performance.  They conclude that strategy is no the same as strategic planning.  Strategy exists in all organisations and defines how it attempts to cope with its environment.   Suarez and Utterback (2005) supported by Boxall and Purcell (2008) view the most critical challenge for any firm is its own survival, becoming and remaining viable in the current VUCA operational environment.   Human capital management is currently vital and ensures that people are treated as assets rather than costs. It focuses on adopting an integrated and strategic approach to managing people, which is the concern of all stakeholders in an organisation, not just people management professionals. (CIPD)
Pfeffer (1998) Best Practice Model focuses on long term high performing functions where 7 concepts highlight the successful achievement of such model.  In such uncertain times where planning has been more reactive than contingent it is difficult for any organisation at present to confirm the stability of success through the model that anticipates if, selective recruitment and selection, extensive training-employees, performance-related pay, teamwork. information sharing, status differences and employment security. 
It is evident in a number of organisations at present that resource-based thinking is being utilised, outside thinking applied with current resources audited and strengthen with the resources already in place.  This allows strategy to protect, enhance and reinforce current strengths and build internally as an organisation. 
‘Gradually the successful approaches merge into a pattern of action that becomes our strategy’. (Mitzenberg et al 1998).



























1.3 Using your own organisation, or one you are familiar with, discuss how HR departments can best organise themselves to support the business to be more resilient during such unpredictable times (10 marks).
‘The people profession is having to make difficult decisions, based on limited, fast moving information and with significant impacts. CIPD (2020) 
Key findings generated from the World Economic Forum (2019) places a focus on the Fourth Industrial Revolution stating HR leaders play a critical role in ensuring businesses are able to be sustainable through adaption and transition.  
The HR function should focus on value-adding activities to support the execution of the business strategy and objectives. Deloitte 2009.  The current pandemic crisis has seen a primary focus on ‘key jobs and key workers’ with in excess of 70,000 jobs created or planned to be created by UK supermarkets to cope with the demand caused by Coronavirus (Forbes 2020).  This pandemic can be viewed as a new megatrend with its impact requiring drastic organisational reaction with best practice and best fit models of HR amalgamating to ensure organisations adapt and remain sustainable during such times.   Supporting Wilton (2011) theory that organisation rarely adopt a single style of management and it is likely they will use a mix of approaches.
In the retail industry at present there is a high focus on employees and evidence of Pfeffer (1994) practices for ‘competitive advantage through people is visible.  Understanding the requirements of the business Morrisons have utilised Angela O’Connor, CEO of The HR Lounge “simple, human terms” communication approach with current and potential employees.  Recruitment has been a major focus for Morrisons HR to meet instore demand of resource.  This impulsive form of recruitment supports Dave Ulrich model on Role of HR to drive efficiency, standardisation and HR’s strategic impact.  Recruitment of this level has also assisted HR in creating an instant inclusive workplace due to such a high demand for general assistants within the retail industry leading to employees feeling valued, this also supports Kellogg (2010) theory that employees are more than a resource. 
A study conducted by Forbes 2020 has highlighted that HR agenda has changed as employee expectations evolve with HR being viewed as a strategic supportive function where the embrace has lead to enhance connectivity, momentum and focus. Morrisons have enabled Head Office field based staff to either work from home or in a store local to them.  Employees who have not been able to conduct their everyday field based task are encouraged to attend a store local to them where alternative duties are assigned.  Individual store HR function has been set up in the HR office with an additional phone line being assigned purely for store employees to phone for support and guidance in such uncertain times.  The role of HR function at store level has altered since the pandemic and the paramount focus is the employee.  Flexible working has been granted to all employees and department changes have been put in place to accommodate.  The crisis has brought a team feel to the store and the best practice model of HR is evident.





2.1 
b. Critically examine the need for employers to fully embrace social trends such as the emphasis on well-being and mental health, for the long-term sustainability of their businesses.  
Employers are currently faced with the focus and raised awareness on mental health with “one in four people in the UK having a mental health problem at some point” (HSE 2019).  In a recent survey People Management and CIPD reported that employers stated ‘supporting employee mental health and well being was one of their main challenges during the Corona virus outbreak. (People Magazine 2020).  
The Stevenson/Farmer Review of Mental Health and Employers (2017) identifying that 15% of people at work suffer from symptoms of an existing mental health condition. The Thriving at Work framework proposes a set of mental health core and enhanced standards which all organisations can implement to help support promotion of positive colleague mental health.
The impact of not applying a mental health strategy to the organisation could see an impact on employee wellbeing, increased absence levels, a decrease in colleague engagement and a decreased level of productivity potentially resulting in a loss of sales.  In 2018, the CIPD found that poor mental health was the most common cause of long-term sickness absence in UK workplaces and that stress-related absence had increased in nearly two-fifths of organisations (CIPD 2018).
There is a mounting pressure for organisations to react to the needs of colleagues suffering from mental health issues.  Being proactive in response the social awareness of mental health in the workplace would support The Harvard Model (Beer et al 1985) where HR Policies are reflective of stakeholder interests and situational factors. However CIPD (2020) reported that during these unprecedented time with many employees working from home that protecting employee mental health was harder to tackle and manage effectively.
An aging population is another key social factor affecting the organisations corporate and HR Strategic direction.  By 2050 it is projected that one in four people in the UK will be aged 65 and over (Office of National Statistics 2019).
This implication highlights that we are faced with an aging workforce with aging customers spending less on consumable goods.  “Employees in their 50’s, 60’s, 70’s are an asset to any business.  Living through periods of enormous change means that they have had to be exceptionally resilient” (B.Hall 2019). 
It can be argued that an aging workforce may bring years of experience as a competitor advantage, but it can bring a number of disadvantages.  For example, an employee who has worked doing a manual job for 40 years and intends to continue working but has health complications may request being moved to a different part of the organisation where they are able to carry out less manual job duties.  As an employer we are unable to create jobs for an aging workforce that may no longer be able to carry out their regular duties but wish to remain employed by the organisation. The concept of an aging workforce also highlights the threat of loss of organisational knowledge when long-standing colleagues retire or move horizontally within the business.

 
 
2.2  
b. Critically examine the extent to which the HR agenda is influenced by the economic position of an organisation, particularly in periods of rapid growth or decline.  
One of the biggest external influences is the current economy. The economic position can affect HR agenda in many ways particular in times of downturn or rapid growth.  The macro-economic context provides a useful indicator of labour market activity, which in turns shapes the scope of how organisations recruit, retain and develop their people in line with the wider organisational strategy. (CIPD 2019). Human capital and economic growth have a strong correlation.  
The advantages of globalization can be viewed as unevenly distributed, with a host of social problems escalating, increased hardship, insecurity for many across the world, fuelling a strong level of uncertainty. 
As argued by Pfeffer and Salancik(1978) organisational activities and outcomes are accounted for by the context in which organisation is embedded.  Therefore, the HR agenda is strategically planned through the external and internal factors affecting the business needs.  This essentially illustrates that managers must adapt their internal structures and processes to deal with them.  (Berger and Luckman 1967).
 The current pandemic has seen an unpredicted rapid growth in sales for Supermarket Morrisons with group like-for-like sales rising 5.7% in the 14 weeks to May 14, its fiscal first quarter, exceeding analysts' expectations with retail sales up 5.1% and wholesale revenue up 0.6%.  This rapid growth has seen a recruitment drive within the organisation to ensure customer and stakeholder demands are met.  The economic positioning of Morrisons within the retail sector in the current climate is seeing the HR agenda moving away from the best fit approach due to the reliance on classical rational planning due to the emergent situation.  The HR agenda is focusing and being dictated to by the economic positioning of Morrisons due to the competitive retail environment whereby Morrisons has not been seeing a huge drive in sale up until recently with declining Christmas sales blamed on Brexit and not poor management and HR priorities. 
‘We all have to make decisions in spite of an uncertain future’. (Deloitte 2017) The current economy is also seeing a sharp shift in the labour market and the increasing utilisation of the Gig economy Research conducted by Deloitte states that the world of employment is evolving.  Economic forces are impinging on our demand for labour, the requirement for specific skill set, the way in which we deliver training.  In summary the economic climate can direct the HR agenda to either recruitment, reskilling or redundancy during times of economic decline.


 
 




2.3 
a. “We’re in the midst of a climate emergency, yet research from London Business School and recruitment consultancy Harvey Nash has shown that the boards of UK businesses are the least likely to feel responsible for their impact on the environment. “(Palmer, 2020).  
Using organisational examples, critically analyse the need for businesses and other organisations to focus on the issue of environmental sustainability.  
As concerns about the environment are becoming increasingly voiced businesses face increasing pressure from their stakeholders, governments, shareholders, customers, and employees to adopt and adapt environmentally friendly policies and practices.
In 2019 Forbes conducted a study that highlighted 77% of people want to learn how to live more sustainably. 93% of all surveyed indicated a general concern for the environment. (Forbes 2019). It is evident from research conducted by a variation of sources that people are becoming ‘greener’ and are keen to support businesses that understand the environment is a reflection of everyone’s efforts.  Potential employees have also been seen to be more favourable to apply for ‘green’ vacancies with research from LinkedIn reporting a demand for green jobs in the UK has risen by nearly a third (32%) in the last 12 month and the UK seeing 12% increase in the number of sustainability professionals last year. (HR Magazine 2020).
Corporate responsibility (CR) is concerned with the sustainability of an organisation over the long term. At its core, corporate responsibility seeks to add value to an organisation's activities by ensuring they have a positive impact on society, the environment and the economy. The traditional model of CR includes the workplace, marketplace, community and environment. (CIPD 2020)
The environment is becoming a vital focus with regards to stability, sustainability and ethical work (CIPD, 2019).   It has become apparent that many organisations have aligned their business and HR strategies with environmental steer.   Stakeholders are keen to understand the levels organisations are adapting their Policies and working to incorporate a level of corporate social responsibility (CSR).  Organisations that are taking conscious environmental measures are seen to have a competitive advantage.
The current pandemic has highlighted a number of ways in which we are able to cut carbon footprint with many employees currently working. from home or limiting travel.  HR Magazine stated that we need to talk with our clients online and remotely rather than travelling to visit them. (HR Magazine 2020)
In 2019 Morrisons was named UK’s most environmentally responsible retailer for its commitment to plastic reduction, acclaimed as an environmentally responsible company.  Morrisons were awarded the title after placing top of a group of 23 companies for its initiative in reducing 9000 tonnes of plastic a year by either eliminating them or recycling.  It has also become the UK’s first supermarket to introduce reusable grocery paper bags, loose fruit and veg sections, and it is known as the first to scrap wasteful plastics such as cucumber wraps and black plastic. (Morrisons 2019).  Morrisons Chief Executive David Potts stated “Our customers tell us that plastic reduction is their most important environmental concern,” which has led to a conscious effort in Morrisons addressing the issue.
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