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Report 1
Disparities between business agendas, objectives and strategies depend on economic operating sector, such as public, private or third sector (voluntary). Organisations are bound by strict commercial and regulatory pressures which govern objectives and strategies with implications on the HRM function. 
Elliots’ Hill Care Ltd (EHC) is a substantial private care company, employing in excess of 200 people. Its operational purpose is to provide quality complex care and support packages to children and adults with learning disabilities, acquired brain injuries and complex health issues across Pembrokeshire. EHC believes this can be achieved through investment in employees and providing person centred care, ultimately enabling sustainable growth (Elliots' Hill Care Ltd, 2020).
This objective has been a success, with continued acquisition of new care packages enabling steady growth over recent years, measurable both financially, and through various metrics.
EHC is a private limited company (PCL). Advantages include the ability to continue trading in the event of any extenuating circumstances. Limited companies are a separate entity from its owners, allowing an increased sense of security for directors, managers and employees.
Typically, private sector organisations are lightly regulated, however private care sector is heavily regulated in Wales by Care Inspectorate for Wales (CIW) as well as the requirement to follow guidance from other regulatory bodies such as Social Care Wales.
EHC has a clear pyramid structure with a top down management approach and clear lines of reporting. The HR function consists of 2 HR generalists, one recruitment specialist and a in-house accounting, payroll and L&D function, atypical to an organisation of this size.
‘e-cigarette Direct’ is also a PLC, founded in 2008. It’s operational purpose to sell e-cigarettes wholesale and online via its website. There are 20 stores located throughout Wales and England, employing in the region of 90 people with an annual turnover of £7million (Lobel, 2018).
The company has a head office where its main administrative function resides, a wholesale warehouse, and other stores distributed around the region. A pyramid structure is utilised with clear lines of reporting, however employees working within stores are managed by a regional manager and can be lone working a large majority of the time. The HR function is delivered in-house and consists of 2 HR generalists. The payroll, accounts and learning & development functions are outsourced.
There are significant differences in the way that HR is orchestrated across different organisations dependant on the type and purpose of the business.
HR functions in private sector companies usually consist of HR generalists that manage substantial HR departments, reporting directly to Directors or Chief Executives. The size and ability of the department will vary according to organisational size. Generalists undertake a full range of HR tasks which vary depending on current circumstances.
In contrast, public sector HR functions are larger and may include Ulrich’s ‘Three Legged Stool’ approach, including business partners, shared services and HR Specialists with specialists working alongside generalists. Deloitte highlighted discrepancies in HRM across private and public sector organisations, specifically the need for the public sector to update its working policies and practices to align with modern ideology in terms of HRM (Deloitte, 2019).
Evidence suggests an informal management approach throughout private companies with substandard, or a lack of clear policies and procedures results in demotivation or decreased job satisfaction. Employees may feel discrepancies in treatment in comparison to colleagues. EHC receive a large volume of flexible working requests, historically requests were not dealt with correctly, however recent implementation of the procedure has ensured a more structured and transparent approach to outcomes. In both EHC and e-cigarette Direct, robust policies and procedures are in place for management of all HR issues.
Public organisations exhibit a more formal HR approach with elaborate HR policies. There has been a notable shift in recent years for the function to become more strategic and insight driven. The importance of which was detailed throughout the CIPD’s report ‘Developing the Next Generation’ (CIPD, 2015).
It is common practice in smaller organisations for managers to undertake a substantial amount of HR related activities, often implementing HR procedures and carrying out recruitment practices, providing more room for error in the implementation of procedures. It is important to note the lack of unionisation throughout private companies in comparison to the public sector, where 57% of employees are members of a trade union (Taylor & Wilkinson, 216).
In public organisations, HR specialists often coordinate with HR generalists to undertake all recruitment practices, L&D, employee reward etc, and managers have a much smaller obligation to undertake formal HR duties which can support a consistent approach.
An absence of a unionised environment has led to increased competition in terms of recruitment and retention, as private organisations try and attract and retain key players. This is largely down to the ability for organisations to determine pay at an individual level in the absence of trade unions, and previous ‘collective bargaining’ exercises which ensured the same terms and conditions for all employees within a particular industry, which prevented organisations from competing with each other (Taylor & Wilkinson, 216). This is prevented in public organisations through the implementation of pay scales which is a more transparent, structured system.
The purpose of the organisation will also have a great impact on the operations of the HR function. For example, care organisations are renown to struggle with employment due to low hourly rates, lack of company benefits and a competitive market which may mean that a great deal of HR time and resources are spent on recruitment and induction of staff. The industry average for staff attrition rates is also higher than other industries therefore HR professionals may find themselves in a repetitive cycle of recruitment. Companies will also be regulated by external bodies depending on their purpose, such as health and safety executive (HSE), Competition and markets authority, H M Revenue and Customs (HMRC). HR departments within different companies will ensure the organisations strategic HR objectives are aligned and ensure company compliance through the management of staff and procedures.
The overall organisational design (OD) will have the greatest impact on how the HR function operates. OD is defined by CIPD as being ‘The process and the outcome of shaping and organisational structure, to align it with the purpose of the business and the context in which the business exists’ (CIPD, 2020). The function of OD is to establish a robust organisational structure which is critical in supporting the organisation to achieve its end goal and to deliver its strategy. The design and structure of an organisation dictates how the HR function can impact on business activities and its ability to assist in shaping positive organisational outcomes. 
(Campbell & Craig, 2005) describes organisational structure as displaying relationships within an organisation and their positions in terms of impacting on overall strategy and objectives. They also state that the structure provides the ‘framework for order and control’. Small organisations can often function with less formal, linear structures whereas larger organisations often need more complex structures with clearly defined work tasks for employees to establish responsibility and enable accountability.
(Kew & Stredwick, 2016) highlights 6 models of organisational structure. Bureaucracy, divisionalisation, matrix organisations, networks, virtual organisations and strategic alliances. These can be divided in to two categories, hierarchical and non-hierarchical, all of which will have a significant impact on the management of HR within an organisation.
Divisional structures are the most common type of structure and can be found within larger organisations. These structures ensure proficiency in carrying out tasks by developing experts in retrospective areas. They may pose problematic to HR professionals who are relying on divisional managers to coordinate departments and to communicate complex information to HR in relation to employee issues or strategic HR issues. A ‘silo’ effect can also be seen throughout this type of structure with lack of communication and collaboration between divisions.
Matrix structures are often utilized in organisations responsible for managing projects, for example construction companies, however these type of structures pose issues from a HR perspective in that there are several managers responsible for the management of each individual staff member which can pose problems in its own right. For example, HR may be concerned with managers compromising equity and fairness as the relationship between manager and employee is critical to the success of a matrix structure. In the event that these objectives are contravened HR will be critical in intervening and preserving the relationship.
Other considerations which impact on HR function include the sector the organisation operates in, for example a care organisations HR department may need to abide by different legislation and carry out vigorous recruitment strategies in comparison to an organisation in a different sector. The location or layout of offices or sites will also impact on organisational structure and management. For example, an organisation with small offices all over a region may have a decentralized HR function, whereas a large organisation based on one main site may have a centralized HR function.
Collaboration between HR and managers is critical in ensuring business objectives are met. The organisation culture will often dictate the relationship between HR and managers and the format in which employees are managed. Harrison (1972) highlighted culture types and divided them in four categories.
· Power
· People
· Task
· Role
Small organisation with little or no management structure may have a ‘people’ culture where the management control is rejected, posing issues for HR related activities. Alternatively, a culture of power, often seen in bureaucratic organisations may have a strong management approach with effective collaboration between HR and management functions. A top down approach supports efficiency and equality and often has a strong input from HR, who collaborate with managers at a strategic level.
The function of HR has developed over recent years from an administrative function to a strategic position, often working alongside senior managers to formulate organisational strategies. HR often participates at various levels of an organisation such as at board level, as an advisor to middle managers and as an advisor to ensure continuity of advice and support throughout the organisation.  (Phillips & Phllips, 2014) discuss the effect of external factors on the current role of HR in organisational strategy and highlight several forces responsible influencing HR measures within an organisation such as engagement, turnover, productivity and business impact measures of the organisation. 
HR will also be responsible for reviewing future factors affecting organisational strategy and ensuring organisations are well equipped to deal with these factors by reviewing organisational impact, encouraging additional training, and implementing policies and procedures to ensure human capital are equipped to deal with such changes. It is also important that this information is communicated to managers at all levels to form a cohesive approach and ensure vertical/horizontal integration of policies and procedures in to the overall organisational strategy.
Future forces also significantly impact on organisational strategy. For example, substantial changes in relation to social media and technology impact massively on organisational strategy. As the ability for technology to substitute human power increases, organisations can increase job efficiency, or eliminated positions completely allowing for greater savings and investment in organisation growth or research. The World Economic Forum explains that some jobs will be lost, while others are created , and highlights the importance of building a framework for an automated future (World Economic Forum, 2018).
Advances in technology also makes recruitment practices more effective allowing for organisations to access a larger pool of suitable candidates. It is important for HR professionals to understand the impact of social media and technology to ensure that human resources are correctly deployed across organisations, future changes can be planned, and steps can be taken to ensure employees have the ability to utilise new changes in technology for the benefit of the business.
Other factors affecting future organisational strategy include globalization, mobility, millennials, changing demographics, and new behaviours (Morgan, 2016). In summary, HR’s role in formulating organisational strategy is to consider all current and emerging changes, reviewing potential effects and ensuring organisational strategy aligns with all potential changes and policies and practices are implemented to complement these. Failure to update and align an organisations strategy can frustrate the organisations success, however successful planning will ensure continued success and profitability making the organisation more sustainable in the long term. 
Organisational strategy can be defined as the actions an organisation takes to achieve its long-term goals and objectives. These actions make up the organisations strategic plan. It is crucial that all areas of management are involved in the development of the plan, which is derived from the organisation’s values and mission statement. Middle and lower management will then create working processes to feed in to the overall strategy in a step by step approach (Johnson, 2019).
Effective strategies consist of several elements such as information of desired goals, guidelines for action, an effective strategy, robust enough to deal with unpredictable events and numerous supporting strategies which are hierarchical in nature. Different approaches may also be used when formulating business strategy, such as a rational / classic approach which utilises SWOT analysis to continuously analyse internal and external environments or a symbolic/radical approach which aims to try different approaches before committing to a strategy. 
Mintzberg (1994) highlights the need to constantly review organisational strategy due to fast changing environments and discusses the nature of organisations being ‘complex’ and ‘fast changing’. In essence, the strategy of an organisation may to adjust to internal and external pressures. It is also important to ensure that the correct strategy is chosen for the organisation as a strategy that may have been successful for one organisation may not be successful for another.
To maximise HR input in an organisation, ensuring strong HR integration is essential by understanding business strategy and translating these in to substantial and relevant people processes. Vertical and Horizontal integration supports the alignment of HR policies and practices with strategic objectives.
Vertical integration aligns HR strategies to organisational goals and horizontal alignment ensures that strategies collaborate to ensure a strong, conjoined approach to achieve an end goal. Deloitte highlights the importance of being ‘digitally mature’ in todays society in order to adapt and align their workforce and strategy to achieve objectives. During research conducted by Deloitte, only 4% of respondents agreed that their organisations L&D curriculum supported their digital strategy, exemplifying the importance of vertical and horizontal alignment to ensure the achievement of organisational goals (Deloitte, 2019).
The importance of establishing a contingency/resource-based view must also not be undermined. A resource-based view concentrates on the internal resources of an organisation such as its human capital, rather than reviewing performance in terms of external outcomes. This view recognised HR as a strategic player, and the importance of its human resource capital (employees) in gaining and maintaining a competitive advantage. Alternatively, a contingency based view suggests that management styles should be adopted depending on the situation, with rigid styles inefficient and unsustainable long term. However, it can be beneficial to organisations developing the ability to learn from previous mistakes and support future management of comparable situations.
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PESTL Analysis of Pembrokeshire Care Ltd
	

Political
	

Economical
	

Social
	

Technological
	

Environmental
	

Legal

	Brexit – uncertainty of changes and how they will impact on H&S care.

Leaving the EU will have implications on staffing. 20% of staff are from EU countries.

Brexit will prevent freedom of movement and mutual recognition of qualifications will no longer be applicable.

Changes in regulations as a result of Brexit eg working time directive. All employees at Pembrokeshire Care sign a waiver, as hours regularly exceed 48 per week due to nature of job.

Cost of leaving EU detrimental to economy especially H&SC who are already struggling financially.

Changes in labour law as a result of Brexit – unknown at present time.
	Unemployment rates high in Pembrokeshire – could support recruitment as H&SC is a low skilled industry with no entry requirements.

Recruitment should be easy, although large market with lots of competitors and small profit margins which prevent competitor advantage in terms of rates of pay.

Demand & supply issues in relation to care packages. Demand from PCC outweighs supply abilities from organisations due to high staff turnover and recruitment issues.
Ageing population also impacts on supply and demand issues. Lots of care packages available.

Supports the economic growth of the local environment.




	Attitudes to H&SC can be negative. Beliefs that it is a low skilled job and carers tarnished with a negative brush. May prevent people from applying for vacancies.

Long, unsocial hours working on a rota basis can also prevent a work/life balance and prevents mothers/parents from applying for vacancies.

Low skilled workforce and job requirements = high staff turn over due to rates of pay and competition from NHS and other private healthcare companies. Ability for NHS to pay higher ROP and offer other incentives such as sick pay, enhanced MAT pay, holiday allowance.
	Implementation of new electronic call monitoring facility has reduced costs and has made workforce more effective in terms of planning calls, rotas, pay and ensuring that time management is as efficient as it can be.

Call monitoring system has reduced office costs and has automated payroll and call monitor vacancies saving the company £34k per year in wages.

Other new technology has improved ability of managers to work remotely whilst remaining connected to line managers and office teams creating a more efficient and streamlined service.

Some employees reluctant to use new system. Barriers include age and concern over use of own personal mobile phone for work use.

Use of Instagram & Facebook has greaty increased recruitment and visibility of organisation.

Globalisation has lead to an increase in competition therefore a greater emphasis is placed on keeping up to date with latest technological trends to ensure that the organisation is a market leader and has the ability to stand out from competitors. A report by CIPD confirms that the use of artificial intelligence (AI) in the workplace ensures an increase in quality and efficiency (CIPD, 2019)
	Adverse weather can affect continuity of service, for example snow and flooding. Contingency plan in place to ensure continuation of service during times of extreme weather.

Nature of Domiciliary care means that car use is essential to arrive at calls. Impact on environment. 
	Health & safety implications – entire workforce require adequate training in H&SC to ensure compliance.

Compliance required with legal obligations relating to employment law. Provision of contracts, receipt of documentation to prove right to work in UK. Receipt of satisfactory DBS check.

Provision of up to date and accurate employee handbook.

Legal requirement for all H&SC workers to register with Social Care Wales by April. Strict measures may reduce workforce.

Required to adhere to CIW legislation and ensure that requirements are met with regards to recruitment. Inspections held annually which affect report.




SWOT Analysis – Pembrokeshire Care
	
	Helpful
	Harmful

	
	Strengths
	Weaknesses

	Internal Origin
	
· Effective pyramid structure
· Clear lines of reporting
· Best in market technology
· Effective marketing strategy
· Innovative and progressive Directors
· Provides quality care services
· Good reputation
· Competitive rates of pay
· Clear values and mission statement
· Strong people management abiding by employment law legislation
· Innovative, modern and clear branding – good visibility on social media channels
· The company is well known in Pembrokeshire was established 30 years ago




	· Operations team and some mid-level managers new to new structure and position due to company acquisition – currently working in a disjointed manner and majority of workload involving staff being pushed back to HR

· Some members of staff do not fit company values and do not support recent changes that the organisation have made

· Additional staff that are no longer required due to automated processes as a result of a new application


	External Origin
	· Plenty of care packages available
· Good relationship with Local Council authority
· Good reputation in local community
· Pays higher rates of pay than other comparative care company’s
· Centrally located in County town
· Good connections with local college who direct students for work placement and vacancies at company
	· A large variety of other local care company’s – increased competition which could affect recruitment & retention & business stability.

· NHS – cannot compete with NHS recruitment package in terms of rates of pay, holidays, sick pay etc


· Changes in local economy – high/low employment rates.

· Other low skilled industries such as retail, food and leisure affect recruitment, can be seasonal

· Requirement for support packages – additional recruitment requirements

· Changes in legislation – requirement to ensure compliance, update policies & procedures and working practices etc.

	
	Opportunities
	Threats





Report 2
[bookmark: _GoBack]PESTLE and SWOT analysis are tools used to analyse internal and external organisational and business environment. PESTLE analysis is used as a strategic planning tool examining a variety of external factors affecting business environment and success. A SWOT analysis is also a strategic planning technique that allows an organisation to review its strengths, opportunity, weaknesses and threats, developing a solid strategy to develop work that will help to combat weaknesses and threats and build on the strengths.
External factors classified as ‘threats’ in the SWOT analysis consist of other care companies, changes in legislation, and shortage of care packages.
Throughout Pembrokeshire, other residential and domiciliary care companies affect the stability of Pembrokeshire Care. These companies impact on recruitment and retention practices, and the ability to win tenders for new care packages. To combat the recruitment issues, Pembrokeshire Care has recently increased its hourly rate, with an additional bonus for weekend working which means that it is currently the highest paying care company in the industry in Pembrokeshire. A social media campaign was implemented to ensure increased visibility of the new rates. The result was an increase in applications from other care companies. A report by Deloitte found that 28% of organisations are at the early stages of developing their digital footprint. This is still a fairly large percentage (Deloitte, 2019).
The NHS is also a competitor, and a large volume of staff leave the company to work for the NHS, due to increased pay and benefits which is made possible given the size and nature of the setting. Local private companies are unable to compete against large government organisations. The impact of the above on the HR function is a constant recruitment drive with added pay implications and increased admin time.
Demographics can also have negative and positive impacts on organisations. For example, a care company based in Pembrokeshire will struggle with recruiting people with the right skills, such as driving. This narrows down the candidate pool as public transport is not as efficient as in larger cities. Companies also face challenges in terms of social and technological trends. There is more of an emphasis on health and wellbeing in current society which may impact the requirements for health care in years to come. There is also more of an emphasis on education and a larger percentage of teenagers are attending university and graduating to careers rather than unskilled, low paid jobs.
In modern society, technological trends impact every organisation. (Deloitte, 2019) discuss the increased use of automation and artificial intelligence (AI) within certain industries. Research highlighted that 44% of operation functions had the ability to be replaced by AI and automation in comparison with 14% of HR functions. Within Pembrokeshire Care, automation has had the ability to carry out the function that two members of staff were previously carrying out, in a finance and operations role. HR have a pivotal role in ensuring that the workforce can keep up with advances in AI and automation and that skills gaps don’t develop. Over recent years 32% of organisations have invested in AI, highlighting the important  and changing function that HR have in ensuring the workforce have the ability to keep up with such changes and that all ethical considerations are reviewed (CIPD, 2019).
Changes in legislation can also pose as threats to an organisation and increase workload for the HR function. Recent changes in legislation include the ‘good work plan’ which has had implications within Pembrokeshire Care as all members of staff were on a 0 hour contract which was deemed unsuitable and did not meet the requirements of the ‘good work plan’ which come in to effect as of April 2020. The result was a consultation with all employees to ensure successful implementation of new contracts with guaranteed weekly hours. The impact of this on the HR department was increased admin time, business risk and implications in terms of upsetting the status quo and the knock-on effects that this had on the company.
Advances in technology can largely be attributed to globalisation. Globalisation has had a profound effect on the way that businesses operate. The ability to engage and trade internationally with other businesses means it is crucial now, more than ever that organisations can keep up with changes. The ease at which organisations can trade internationally has led to job losses and an increase in wealth inequalities.
Globalisation has enabled organisation to increase capital, become more innovative, and supported the use of technology and AI across the globe.
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