The evolving role of HR in the contemporary business world.

Name: Emma Thomas 

CIPD Membership Number: 52087709  
  
Developing Professional Practice – M2X8986

Student Number: 0201743  

Word Count - 4354

Date: 09/01/2019


I declare that this assignment is my own work and that any information obtained from books and other sources have been appropriately referenced.

Signed: Emma Thomas..................................	Date: 09/01/2019.........................

Contents 
Cover Page .............................................................................................................................p1
Introduction..............................................................................................................................p3
Key forces which shape HR function.......................................................................................p3
Different tools for analysing the business environment ..........................................................p4
Different factors that impact on a business and its HR function..............................................p6
Stages in strategy formation and implementation....................................................................p8
How business performance can be evaluated using traditional and modern indicators. HR’s role in business planning and change management.................................................................p9
How business performance can be evaluated using traditional and modern indicators. HR’s role in business planning and change management...............................................................p11
Conclusion.............................................................................................................................p13
List of Figures 
Figure 1 – Ulrich’s 3 Legged Model.......................................................................................p4 
Figure 2 – SWOT....................................................................................................................p4
Figure 3 – PESTEL Model......................................................................................................p5
Figure 4 - Porters 5 Forces......................................................................................................p6
Figure 5 - The Michigan Model.............................................................................................p9
Figure 6 - The Guest Model..................................................................................................p10
Figure 7 - DREC cycle, Kubler-Ross Model........................................................................p10
Figure 8 - ABER Global Sales Breakdown by county 2018/19...........................................p12
Figure 9 - ABER Invoice Map 2018/19...............................................................................p12
Figure 10 - Culture Survey ABER results 2016...................................................................p13



Introduction

Human Resources (HR) role has evolved over the past 50 years. HR describes the management and development of people within the organisation. HR began as an administrative function of work such as employment contract and their terms and conditions and was described Personnel. The function then began to focus on systems around development of employees through training, succession planning and organisational design. More recently HR has move closer to strategy development with organisations. 
Dr David Ulrich explains that in the future HR needs to focus on 10 area’s; adding value, the external environment, the organisations stakeholders, talent, leadership, the organisation, HR department, HR practices, HR people and finally analytics to measure what HR does.   

Key forces which shape HR function. 

According to the CIPD “HR is about creating successful business through people – making sure you’ve got the right people, with the right skills in the right roles”. They continue to highlight that HR covers all industries and cover the range of job and careers. 

HR supports organisations to deliver their objectives and strategies, this done by effectively and efficiently creating HR strategies, which align with the business, to manage the people and develop employees to achieve desired performance.

HR functions will vary from organisation to organisation depending on size and requirements. HR service can be delivery in several models to fit the organisational requirements e.g the Generalist Model and Ulich’s three legged model.

The HR Generalist strategy delivers hands on customised HR services tailored to the needs of the business. Managing the daily HR operations including policy development to employee development, spending much of its time on administrative duties  and is best suited to small to medium sized businesses. A positive of this function is that it can provide tailored unique solutions specific to the organisation within which it is placed. A criticism of this model may be that the generalist may not be experienced or qualified enough to deal with certain problems that a HR specialist may be able to.

The Traditional Model was described by Crail and would typically have a team of 12 for a workforce of 1200. It would be built of 1 HR director, 3 HR Managers, 1 HR Supervisor, 3 HR officers with 4 Assistants. Admin is seen as a large part of this traditional model. This model would see attempts to place responsibilities form HR onto line managers.
  
Ulrich’s three legged model, developed by US academic David Ulrich, is regarded as best practice by way of organisations organising their activities by using shared services. Often used in large organisations, this model can help to reduce costs by reducing duplicating effort with shared services. These activities ideally would be call-centres or internet based to provide basic administration support across the whole business. This then enables HR to focus on strategy via business partners who may work in small teams or individually working with business managers on change management. Finally HR centres of expertise will provide the knowledge in areas such as reward and remuneration, resourcing and employee engagement.  
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Figure 1 – Ulrich’s 3 Legged Model

Outsourcing HR services is a practice commonly used by smaller organisations providing them with a professional off site service. This can be cost effective as services such as payroll, pension administration, recruitment and selection and occupational health are carried out externally with much less input from within the organisation. However this model does mean that the day to day management of people fall heavily on the shoulders of line managers.   

Line manager play an increasing role in people management and the delivery of HR, having a huge influence on employee attitudes, behaviours and engagement. Positive relationships lead to high levels of commitment and job satisfaction (zebra book). Therefore ensuring that line managers have the people management skills in place. A criticism of this is that line managers already have the responsibility of the operations of their department, adding this extra layer of responsibility can be overwhelming and may possibly lead to conflicts. 


Different tools for analysing the business environment 
SWOT 
SWOT is an analysis tool used for decision making and to provide a greater understand of a variety of business situations. It is used to analyse opportunities and threats to a business and is often used in developing organisational strategy. SWAT stands for Strengths, Weaknesses, Opportunities and Threats. It enables organisations to evaluate competitive position and analyse new or existing product development .
[image: Image result for swot analysis]
Figure 2 – SWOT 

The weaknesses and strengths look inward at the organisation and resources are a large consideration in these sections of the tool. In contrast the threats and opportunities evaluate external factors effecting the organisation . 
SWOT is an easy to use tool and thus can be used by managers at any level. It does have some weaknesses, it may view things in a backward not forward thinking manor, it encourages generalisations and can be subjective if performed by one person (Stredwick, 2010).   
PESTEL 

PESTLE tool enables the analysis of the external environment of an organisation. This tool is useful when entering new markets or industries, when an existing company enters foreign markets or when starting a new business. PESTEL focuses specifically on macro environmental factors that would affect a business. PESTEL stands for Political, Economic, Social, Technological, Environmental and Legal. Some of the key considerations of each of these 6 areas are highlighted in Figure x below. It is worth noting that PESTEL only looks at the external environment and should not be used alone to base decisions upon.  
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Figure 3 - PESTEL
Porters 5 forces.  

For any organisation to make a good profit depends on the strength of an organisations position within its market. Porters 5 Forces enables the analysis of the businesses competitive position. Porter explains that it about who is most profitable not the biggest and profitability is defines by 5 competitive forces ; 

Buyers/Customers Power  - How easy is it for customers to demand price decreases? Fewer customer means they are in control, if there are many customers the reverse is the case. Customers would prefer to pay less and receive more – price competition.  

Supplier Power – How easy is it for suppliers to increase prices? If organisations have more options for suppliers it enables switching if prices are too high in contrast if suppliers are limited they hold the power. Suppliers would like to be paid more for less thus will use power to raise prices or agree on more favourable terms.

Substitute products/services – How easy is it for customers to find a substitution for an organisations offering? The easier it is the less power an organisation has. Substitution is not always obvious and can be from differing industries e.g. airlines v video conferencing, when the same basic need is provided.  

New entrants – often mean that others have to spend more to retain customers. How easy is it for competitors to enter the market? The easier it is the harder it is to have a competitive advantage and make a profit.

Existing competitive rivalry – intense competition reduces everyone’s profitability.  How many rivals does the organisation have in their market? Are the product/services as good? If so how can a strong advantage be secured over them? 

These 5 forces define every industry structure. Once there areas are understood organisations can make better predictions, competitive strategies and increase profits. These areas should be examined individually. Having completed analysis of these 5 areas organisations are able to see where the risks lie . 
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Figure 4- Porters 5 Forces

Ideally a combination of the three above models should be used to analyse both the internal and external environment.  
Different factors that impact on a business and its HR function.

ABER Instruments (ABER) as an employee owned organisation has a fairly unique culture. Employee Ownership as a model is becoming increasingly popular in the UK delivering 4% of GDP annually. The ownership of organisations can take one of three forms: Direct employee ownership (which is the model that ABER has), Indirect employee ownership where shares are often held on behalf of employees often through a trust, and Combined Direct and Indirect ownership which is combination of collective and individual share ownership 

According to the Employee Ownership Association organisations who adopt this model have employees who are more engaged, more fulfilled and less stressed workforce . This is true of the staff employed by ABER, as shareholders they are provided with a voice annually through the AGM which requires employee participation, via the Employee Council which meets once a quarter and also at whole Company Meeting which take place on the first Wednesday of each month. The organisation has a very flat structure. Employees receive 25% of the organisations profit twice a year. This figure is calculated equally between employees based on salary and hours worked for example last profit share each employee received 2.13 times their monthly salary. The overall outcome of this means that everyone shares the same common goal. This common goal for HR means that the culture is inclusive and result in low staff turnover rates (table??).   

This Employee Ownership model links to support a high level of productivity meaning that HR has a reduced requirement to spent time on Performance Management as the model naturally influences positive performance, the understanding that hard work results in higher profit share. HR time is more wisely spend on understanding training and development needs of the employees, encouraging innovation. The model is also a tool for attracting talent.  

Employment Law, an external factor, and ensuring that it is adhered to has a huge effects all organisations and their HR departments. The cost of getting this wrong can result in tribunal claims and government investigations. There are over 80 different types of claims that can bought against an employer. HR’s involvement with this starts at the point of recruitment ensuring that discrimination does not take place and the correct processes are carried out and the relevant eligibility to work within the UK checks are done.  The gravity of this remain on the  HR function through terms and conditions with employment contracts, holidays, working hours and pay, Health and Safety, maternity and parental rights and many more topics. Employment legislation is ever increasing changing, over the years it has become essential for the HR function to gain and maintain knowledge in of the Law. If claims are bought against an organisation it can be both financially and reputationally damaging.

ABER faced a larger challenge in this area when it made the strategic decision, due to growth, to open a subsidiary company, ABER Inc, in the US. With employees based in two states, Virginia and California, the HR function had to familiarise themselves with Employment legislation relating to both states. 

As a technology company ensuring that the R&D function remains innovative and aligns with the organisational strategy is essential. Due to ABER’s sensor technology the organisation has made the decision to explore and develop products for the Regenerative Medicine Market. Historically the organisation has concentrated mainly on the Brewing and Biotech industries. This area is new and exciting and requires much research and new skills to support ABER’s transition into this new market.  Much time has been spent exploring Grant funding to support this innovation and the applications have required much input from HR to provide supporting evidence and to identify skills gaps. The project has identified the requirement new resource by way of 4 new members to the R&D team. An element of that resource has been sourced via a KTP (Knowledge Transfer Partnership), a 3-way partnership between a UK based business (of any size), an academic or research organisation in the UK and a suitably-qualified graduate capable of leading the businesses project .

Another of ABER’s HR strategies to fill the skills gap has been to work with the Sixth Form of the local schools. Raising the profile locally of the organisation and what ABER does. Providing the pupils with knowledge that they can attend for work experience and letting them know of the skills that we require know and in the coming years. This work has been taking place over the last 3 years along with attending regional careers fairs and the work has paid off. During the spring of 2018 HR received 5 requests from first year university students (Cambridge and Bath etc), all former pupils of the local schools, for work experience over during the summer period.  As a result of one of those placements HR has been able to identify some of the skills requirements for upcoming project are able to be filled by offering a sandwich year placement of one of those students. Due to the geographical location of ABER the HR functions has to diversify from the traditional ways of filling those technology and scientific skills gaps. 

Stages in strategy formation and implementation. 

Quinn identified three key stages to strategy; 
· Goals/objectives – what is to be achieved and where do we want to get. That is the direction. In what time frame. 
· Policies – the guidelines for actions to be completed to achieve the goals.
· Programmes – the how of the actions to achieve the objectives within the limits of the policies. 

Henry Mintzberg believed that corporate strategic planning was old style, concerned with finance, numbers and analysis. His belief is that strategies evolve and emerge over time, not as a result of the analysis and evaluation of each part. Referring to strategic management as right-brain, behaviour activities such as relationships, intuition and ideas. In line with is emergent thinking Mintzberg developed his 5 P’s of strategy:
· Plan – this would be done in advance and could involve the use of SWOT, PESTEL etc.
· Ploy – concerned with the competition and how to be better.
· Pattern – considers organisational and team behaviours. 
· Position – considers market position, niche products and competitive positioning.  
· Perspective – concerning the culture and consistency in the behaviours e.g. and organisation may view its self as world class.

When an organisation forms its strategy HRM supports long-term goals and outcomes linking strategy to workforce planning. The strategy implements the business needs but must be ever evolving, considering both the past and present. HR supports planned activities to enable the organisation to achieve its goals influences organisational performance by builds relationships with people aspects of the business converting this to organisational value.  

HR hold a key role in ensuring organisations upholds their ethical responsibilities in two ways, in the traditional role with systems, policies and procedures and by way of how people should be managed within ethical organisations  HR is perfectly placed to advise leaders on the implications of business decisions ensuring that trust and transparency is achieved through good organisational practices. According to Rachel Botsman during a CIPD podcast trust needs continuing investment and effort . Trust must be earned over time. HR must ensure that as organisations we do what we say and remain transparent. 
As more corporate scandals hit the headlines there grows a greater demand on organisations to uphold ethical values to maintain employer brand.  If we look at the two aspects of business ethics as discusses by Chryssides and Kaler, 1 aspect looks at specific situations where ethical controversy has taken place as the corporate scandals above describe, and aspect 2 which focuses on behaviours that should be abides by such as employment ethics - pay, equal opportunities, workers rights etc, ethical information and ethical accounting and finances, investing and restructuring.

Organisations show commitment to ethics by communicating their values regularly internally, employees then understand ethical expectations and behaviours. 
HR has a responsibility to hold the organisation to all it stakeholders not just shareholders or owners. HR must also ensure the rules, polices, are fair (CIPD, 2018). 


How business performance can be evaluated using traditional and modern indicators. HR’s role in business planning and change management.

The performance of an organisation can be evaluated in a number of ways and it has now become more important for HR to ensure that people performance = value for money. In an era where organisations compete in a global market the focus has moved from task management to financial performance management often with a short term focus. In the private sector performance and efficiency are measured by profit. 
One of the main methods adopted by organisations to measuring performance is Key Performance Indicators, they provide key information a business needs to inform decision making based around organisational goals and strategy.  The organisation must first decide what questions they need answers for. 
At ABER some examples of these are Sales Targets, Lead Time expectations met, Production Productivity Targets, Budgets, Profit Share which it important for employees and number of Leads following from Exhibitions.     
The Michigan Model is a harder approach to HRM and views people are resources in the same way as any other organisational resource. It has a less humanistic view and manages people in the same way as equipment or materials, requiring people to be cheap and used sparingly and developed and exploited as much as possible. The model placed no value on external factors such as society for worklife balance which in a tight labour market must be a consideration . 
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Figure 5 - The Michigan Model

The Guest model of HRM is a soft approach compared to the Michigan Model and has 6 dimensions of analysis; HRM strategy, HRM practices, HRM outcomes, Behaviour outcomes, Performance outcomes and Financial outcomes. It links commitment of strategic management goals to employee behaviour with a logical sequence of events. 
 


[image: Image result for guest model of hrm]
Figure 6 - The Guest Model 

Change within an organisation requires more than just new systems and processes; for success it requires the people to change too. During periods of change HR plays an important role with regards to planning and managing that change to ensure its success and objectives are met. Getting the change process wrong could result in reduced employee engagement, loss of key employees and stakeholders. 
Project management is important to ensuring delivery of timelines and objectives. However it is vital that the project manager has effective leadership skills to be an effective facilitator of people, becoming a change advocate with the ability to socially interact and negotiate with employees. 

Resistance to change can be limited by effective communication ensuring trust and transparency through sharing knowledge and ensuring the change is in line with organisational ethos, values and culture.  

HR must be aware of the affect change can have on people and their behaviours, and conflict must be managed and reached to address early. CIPD identifies resistance to change, by both groups and individuals by two types; content of change which could be the introduction of a new technology, and resistance to process change which is to do with the way change happens rather than the change end goal . 

[image: Image result for The DREC Model]
Figure 7 – DREC cycle, Kubler-Ross Model 

In figure x we see Kubler and Ross in the 1970’s describe the process of change in four stages that individuals may go through when adapting to change of working process of behaviours. It takes time for individuals to work through the cycle.  
Denial – will occur at the start of a change process therefore it is important to communicate and explain clearly the requirement, reasoning and importance. If the change affects a group of people then it best the communication is done as a group so all receive the same information.
Resistance - is the next stage. At this point it is important to listen to any concerns or arguments, points may often be valid and further changes to plans may be necessary. This phase can consume a great deal of energy which will not be sustained and resistance begins to break down.
Exploration – stage begins when people realise that the change is inevitable and want to understand how they can be a part of the process. It is important to implement training at this point to keep engagement leading to the final stage.
Commitment – at this point individual are on board and the change has been accepted and adopted. At this point HR should review the process and learn from any mistakes .
 
ABER recently when through a process of change within it Manufacturing facility. The Manufacturing building had, up until February 2017, housed all departments. Following the purchase of a new building on the Science Park all departments other than Manufacturing relocated. The vision was to redevelop the old site into a world class manufacturing facility. During the early planning stages we realised that to achieve the most successful outcome would require both the expertise of the Manufacturing department to really understand how to achieve the best result but also the trust and buy in from the department. So we began a consultative process with the department. During the initial process, individuals and collectively, concerns were raised and useful ideas voiced. The HR manager voiced the concerns and ideas to senior management. The team was able to see that they had been listened to and changes to the plans were made.      

How business and contextual data can be used and assessed for planning of internal information. 
For the purposes of planning HR has valuable people data available to it. This data enables HR to understand the value the workforce is generating. Utilising this data and combining it with organisational data creates HR analytics or people analytics, this is essential for successful planning and solving organisational problems. There is a requirement not only to understand the workforce but also for HR to be able to articulate important aspects of their workforce via this data. It is important for this information to be of high quality and be up to date to created evidence based strategies.

The HR data will be sourced from areas such as payroll information, salary information, and absence management information. The organisational data can be operational performance information. The information will be a mix of quantitative and qualitative data. Examples of quantitative data are staff costs, turnover, staff development, absence and timekeeping, number of disciplinarians or grievances, tribunals or internal promotions. Examples of qualitative would be applicant feedback, employee satisfaction surveys, training evaluation or exit interviews. 

However for planning purposes the data needs to be a mix of internal and external data for example if an ABER is planning to recruit for a new specialist role in its R&D department HR will need to analyse the current labour market. If the market is a tight then the salary benchmarking will need to be conducted to decide if it is competitive. Consideration may then need to be made to rise above competitors offering. ABER already faces issues due to its geographical location and so needs to consider all attraction methods. 
	
ABER used it global sales information from 2015, 2016 and 2017, similar to the current information in figure x below, to analyse market growth. The information plus the political information from the Trump presidency and the push for US to purchase less exported goods provided the evidence base for the planning of ABER’s subsidiary company to open in Washington DC in 2018. 

[image: ]Figure 8 – ABER Global Sales Breakdown by county 2018/19

Figure x clearly identifies the value of invoices sales in both the US and Germany. Following on from the successful launch of ABER Inc in the US and with the political threat posed by Brexit there is strong evidence for planning a second subsidiary within Germany. 


[image: ]
Figure 9 – ABER Invoice Map 2018/19

In 2016 ABER worked with Chwarae Teg who delivered Agile Nation 2, a European Social Fund and Welsh Government funded programme. As part of that ABER employees completed a culture survey. Figure x shows the results of that survey. HR was able to analyse data and identify areas that required focus and planning. HR then produced a plan to consult on a 1:1 basis understanding what the issues where around both business diversity and working relationships.


Figure 10 – Culture Survey ABER results 2016
Conclusion 
With the ever changing working environment we live in and the continued development, diversity, complexity of technology and the rapid growth and trend towards artificial intelligence there is no doubt that more and more of the HR administrator function will move toward an automated role. As organisations look to further increase drive on efficiencies and as legislation tightens it will make increasing sense to look to professionals to provide an enhanced service. In larger organisations retaining business partners to work with strategically with leaders will be essential while smaller organisation will look outside the business for these professional services. As skills requirements become tighter HR’s strategic role will increase to support the development and future of organisations though for this to be effective it will be essential for HR continue to understand globalisation implications and business needs.   
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