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Introduction
To understand HR’s role in the business context, two organisations from two separate sectors will be compared to identify the general impact.  Taking into consideration how the structure and management roles affects the HR activity and how HR contributes to the business strategy.  Analysing the organisational strategy and how it can be adapted into HR strategy and policy.
Organisational Structures and the HR Function
Organisational structure and its key responsibilities have a significant impact on roles and responsibilities.  The structure of an organisation depends on its size, the sector it operates in and the size of its workforce.  There are three main sectors of which almost all organisations form a part of, they are: the private sector, the public sector and voluntary sector (third).  The two organisations that will be compared are from different sectors, Walsingham Support a Charity from the voluntary sector (third) and Wall Colomony Limited a components manufacturer belonging to the private sector.   
Walsingham Support is a not-for-profit charity that supports adults with learning disabilities and complex needs across England and Wales.  The organisation employs over 1,000 employees and was established in 1986.  The workforce is split into regions, which consists of central and southern England, northern England, Wales and Head Office.  The majority of employees are made up of support staff who are based in the supported living houses in their respective regions.  The purpose of the business is to support adults with various disabilities to live independently.  The organisational structure can be typically seen as hierarchical but is also a divisional structure as each ‘geographic division’ is responsible for decision making. Kew and Stredwick (2016).
Wall Colmonoy Limited manufactures components for the aerospace, glass and oil industries.  The organisation is a private sector business and is owned by a private American investor and has been established for over 80 years. The business purpose and aim is to manufacture and supply its customers with specific components across the UK, Europe and the rest of the world.  The company (SME) employs 205 employees across the UK and all are based in one UK site, however some employees are expected to travel regularly. Operationally Wall Colmonoy differs significantly to Walsingham Support, nonetheless the organisational structure has similarities with both businesses providing hierarchical and divisional structures. 
The HR function tends to vary between sectors and although both organisations belong to different sectors the HR practices within these businesses are viewed as heavily administrative.  Analysis collated by Kelliher and Parry (2011) (as cited in Taylor and Wilkinson, 2016) evidences that the HR function in voluntary organisations typically replicates the public sector more than the private sector due to government involvement.  The HR activities in the private sectors have more autonomy over developing policies and procedures in comparison to the voluntary where HR practices sometimes lack significant strategic value. 
Organisational structures also have an important impact on business objectives and the HR function, it outlines the roles and responsibilities of individuals and teams within an organisation. As cited in Taylor and Woodhams (2016) Campbell and Craig (2005) define organisational structure as “the pattern of relationships of the workforce and their relative positions in the organisation”.   HR as a function is required to understand the attributes, assets and limitations to be able to assist in aligning strategic objectives.  
There is a variation of organisational structure types, they are as follows:
· Hierarchal Structure – is the most common model.  Employees are grouped by the function that they provide, and each employee has one clear supervisor. The hierarchal structure uses a ‘top down’ approach.
· Matrix Structure – requires employees from different departments to form a group to achieve a specific target.  A matrix structure requires reporting to different managers.
· Flat Structure – Mostly adopted by small companies due to having fewer employees.  Decision making capability is shared and everyone is responsible for their decisions.  
· Divisional Structure – This model groups each organisational function into divisions either by products or by geography.  Failure of one division wont directly affect another.
· Functional Organisational Structure – This model is based on an organisations job functions by grouping each department.  This allows for specialist and skill-based departments and ensures that there is no duplication of work.
Organisational structures can provide many benefits to HR practices but can also add pressures to the function when there is a breakdown in communication and lack of responsibility between teams that lack the chain of command.  This is due to the organisational structures being the key component between the various roles and power levels within an organisation. The HR function should be established on the wider organisational structure and its requirements, which can be determined by the capability and size of the organisation CIPD (2015)
An alternative method of evaluating structures is to determine the levels at which decisions are made.  In a centralised structure, the higher levels of an organisation maintain the power to make decisions.  In a decentralised structure the authority of decision making is passed down to the lower levels of the workforce. Both organisations could be described as traditionally hierarchical and bureaucratic and combined with divisional, which devolves the decision making to individual departments which in turn modernises the structure from a top-down approach Kew and Stredwick, (2016). 
 Both Walsingham Support and Wall Colmonoy have a hierarchal structure, with each employee having a clear idea of the chain of command and its managerial levels within the organisation. However, Walsingham also displays a divisional structure as the operations side is split into regions and departments are split by specialism. Historically within Walsingham Support the HR function has always operated from the head office in London, due to the operations side of the business being split into four regions i.e. Central and south, North, Wales and Head Office, the HR team also being split according to region.  Each region has their own HR Advisor and HR Assistant overseeing the HR objectives but are based in London.  Due to the expansion of the business and errors that were identified within payroll and other HR practices, it was decided that the HR function needed to be decentralised to the regional offices to provide consistency. In SME companies such as Wall Colmonoy, having all functions of the business based in one location can have a positive impact on the activities of HR as having one central team eliminates competition between the other divisions Kew and Stredwick (2016).
The HR function is not only impacted by internal factors which can include financial implications, technology, the layout of an organisation i.e. the location of the business or working across multiple sites etc. but the management roles within the organisation.   The majority of organisational structures provide clear lines of management for each employee, to ensure they know who to report to and who is responsible for monitoring performance.  It is imperative that line managers and the HR department work collaboratively when managing HR issues, to ensure consistency. Roberts (2016).  
The role of the HR function in implementing strategy
Quinn (1980) defines a strategy as “the pattern or plan that integrates an organisations’ major goals, policies and actions into a coherent whole.” Strategy helps organisations to devise a documented plan in how to achieve their goals. It helps a business to identify potential future risks and effectively prepare for change. Organisational strategy also helps the business understand how resources will be apportioned to aid achieving objectives. Successful delivery of all organisational strategies is implemented by the workforce, which is driven by the HR function.  Organisations cannot achieve their strategic goals without the right people with the relevant skills needed to accomplish objectives. 
Contingency models have been used over the years to align HR strategies with organisational strategies. As defined by Taylor and Wilkinson (2016) there are 3 basic approaches to recognise organisational strategy: Rational/Classical - Strategy is devised by senior management by analysing both the internal and external environments that affect an organisation by using such tools as PESTLE and SWOT analysis’, and applying the intelligence gained to develop organisational objectives and aims.  Emergent/Logical Incrementalism – responds to external factors as they arise or ‘emerge’.  Symbolic/Radical – strategy is formulated by “trying things” and seeing what works best. 
Within Walsingham Support the HR team has recently become more strategic in its practice and is currently going through a restructure to align and streamline the function and its involvement in formulating organisational strategy.  The restructure will see an introduction of HR Business Partners, whose main purpose will be to work collaboratively with the senior leadership team to guide and communication organisational strategy.  



HR Strategy and Policy
[bookmark: _Hlk66116589]Tyson (1995) explains that strategies are “a set of ideas, policies and practices which management adopt in order to achieve a people management objective.”.  HR policies and procedures provide an important role in effectively achieving an organisations strategy. For HR to align with organisational strategies, HR needs to conform with business strategy so both uphold one another and are consistent. Two important factors to be considered when translating organisational strategies into HR policy and strategies are vertical and horizontal alignments.  Vertical alignment ensures that HR strategies are linked to goals which are related to the visions and values of the organisation.  Horizontal alignment of strategies ensures that all strategies work together and are not in competition One example of how HR and business strategies have been aligned is using contingency models.  Porter’s Generic Strategy model (1985) focuses on three identified core strategies that businesses follow:
1) Cost Leadership (Value for money)
2) Differentiation (innovation)
3) Focus (using cost leadership)

There are various other similar contingency models, such as the Boston Consulting Model, Purcell (1989) which aids HR with becoming more strategic and enables the function to add value to the organisation.  Another perspective on the formation of HR strategy is the use of resource-based thinking.  Within Walsingham Support and Wall Colmonoy, organisational strategy is translated into HR strategies and policies by using a resource-based approach.   Both organisations focus on the internal resources in relation to their competitive strengths, focusing particularly on its people and protecting and enhancing them.  Walsingham Support’s values are underpinned by its ambition and they put the people at the heart of everything that they do.  With the evolution of HR management, the workforce is now viewed as ‘assets’ rather than ‘cogs’ which provides a competitive advantage and enables the HR function in becoming a strategic player and responsible for aligning individual and team goals. According to CIPD (2020) the HR function does not exclusively produce better organisational performance, highly skilled individuals who have strong support from their line managers with strong values will encourage  ‘discretionary behaviour’ meaning that it will enable employees to go that ‘extra mile’ and have an effective impact on performance.  
Conclusion
Both Walsingham Support and Wall Colmonoy have different business purposes and belong to different sectors, however, as identified the HR function in both organisations need to develop in translating their business strategies into HR strategies.  The HR function in both organisations still provide a heavy administrative practice but HR as a function is becoming more strategic and is evolving from HRM to SHRM.  With the growth of technology within the HR practice, organisations are streamlining the HR processes which is allowing HR professionals to gain prompt access to real time data, which in turn allows for trends to be identified and managed effectively.  Having a small gap between HR and business strategies enables the organisation to have a competitive advantage. 
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Pestle/SWOT Analysis – Walsingham Support
Introduction
A PESTLE analyses the key factors:  Political, Economic, Sociological, Technological, Legal and Environmental that externally influence an Organisation.  The analysis is flexible, so organisations can use it in many different ways, and also, HR professionals and senior managers can use the results to guide strategic decision-making. CIPD (2020).
A SWOT analysis identifies an organisations Strengths, Weaknesses, Opportunities and Threats within its own sector or industry.  The CIPD details the tool as a framework for matching an organisation’s goals, programmes and capacities to the environment in which it operates CIPD (2020).

	
	External Factors to consider
	Factors affected in my Industry
	Importance to my Organisation

	

Political
	Government Policy
	COVID-19 guidelines
	High

	
	Political stability
	Accessing healthcare services
	High

	
	Tax
	Tax policy Changes
	Medium

	
	Industry Regulations
	Changes in CIW regulations
	High

	
	Global Trade Agreements 
	Affect import of medication
	High

	



Economic
	Exchange Rates
	
	

	
	Globalisation 
	
	

	
	Economic Growth/Decline 
	Loss of staff due to business decline
	High

	
	Inflation
	Affects funding through local authority
	Medium

	
	Interest Rates
	Rising due to Pandemic
	Medium

	
	Cost of Living
	Increase in Employee Wages
	High

	
	Labour Costs
	Impact on recruitment and costs
	Medium

	
	Consumer spending habits 
	
	

	


Social
	Consumer trends/taste
	
	

	
	Fashions
	The style of services within the Organisation
	Low

	
	Consumer buying habits
	Public opinion – Internet Reviews
	High

	
	Lifestyle factors
	Mental and physical health of staff and clients due to COVID-19.
	High

	
	Work-life balance
	Shift Patterns
	High

	
	Population demographics
	
	

	



Technological
	Automation
	Less employees required, cost outlay
	High

	
	Innovation
	Assistive Technology – Employee Cutbacks
	High

	
	Disruptive Technologies
	Loss of Focus – affecting quality of care
	High

	
	Social Networking
	Employee Relations, reputation affected
	High

	
	Upgrades
	Updating of aids and equipment
	Medium

	
	Robotics
	Cost/ Less workforce
	Medium

	
	Artificial Intelligence
	Cost/Less Workforce
	Medium

	
	Security
	Data breach – Loss of confidential information
	High

	

Legal
	Employment Law
	Employee Relations, policies and procedures
	High

	
	Common Law
	Duty of Care, operations, Continuity
	High

	
	Local Labour Law
	Duty of care, operations, continuity
	High

	
	Health and Safety Regulations
	Regulations - risks to employees
	High

	



Environmental
	Environmental Restrictions
	Risk assessments in place
	Medium

	
	Sustainable Resources
	Effective Training, housing providers
	High

	
	CSR
	Local/National Reputation, Environment
	Medium

	
	Ethical Sourcing
	Employment, service environments
	High

	
	Transportation
	
	

	
	Procurement
	Re-tendering process – Loss of business
	High

	
	Supply Chain Management
	Increased Demand in social care services
	High



SWOT Analysis
	STRENGTHS
	WEAKNESSES

	Established business and workforce
	Re-tendering process every 3 years – loss of business

	Values
	Budgeting issues 

	Charity
	Restructuring

	OPPORTUNITIES
	THREATS 

	Development Opportunities
	Internet reviews on business

	Effective Training
	Reduced Funding

	Alternative Funding streams
	Quality



As identified in the above PESTLE and SWOT analysis’, there are many factors that externally influence the organisation.  Most recently political changes have had a major impact to the way that Walsingham Support operates, this is due to the COVID-19 pandemic and the government guidelines in which the organisation has had to adhere to.   Walsingham has had to adapt to new ways of working, with additional PPE being introduced and business practices being carried out from home.  
Within the organisation there has been financial implications since the start of the pandemic, with the introduction of the furlough scheme. The furlough scheme was introduced by the UK Government in March 2020, to provide support to individuals that were too vulnerable to work and to support companies that could not continue to finance their workforce, due to lockdown restrictions.  Over the past year, vulnerable employees within Walsingham have had to be placed on the scheme and so there has been a considerable rise in recruitment costs.    
In regard to the social factor of the pestle analysis it is identified that public opinion can have negative and positive effects which can impact the local authorities view on Walsingham Support, which can affect the acquisition of new business.  Also, in healthcare organisations the work life balance of the workforce is influenced by the variation of shift patterns. During the pandemic and staff shortages, support staff have been heavily impacted with covering sickness, in severe cases being locked down in services and also the long use of facial masks has raised concerns of impacting mental and in some cases the physical health of the workforce. Mind UK (2021) has highlighted the concerns that staff may feel when working in healthcare and has provided practical tips on how to take care mental health and wellbeing. 
Automation and technological changes can have an impact on employment due to processes being less manual.  CIPD (2019) states that many job roles are ‘at risk’ due to artificial intelligence and could possibly lead to a considerable amount of job losses.  
Legal responsibilities of the organisation are stringent, not only do employees have to work within common and local labour law but they also must ensure that they are working and abiding by the regulations of CIW.  Risk assessments are imperative within the health and social care industry when taking into consideration environmental restrictions.  Health and safety policies are reviewed regularly to ensure compliance.  
The SWOT analysis identifies the factors that can positively and negatively affect the organisation. The biggest strengths that have been identified within Walsingham Support is that it is an established charity with a good reputation and its values make it an attractive option for individuals with learning disabilities.  However, due to new regulations within local authority the business will need to re-tender for its services every 3 years and may not be successful, which in turn will lead to loss of business. 
COVID-19 has not only had an impact on Walsingham Support but has majorly affected the HR function, due to adapting to new ways of working.  The HR function has had to review its practices and wellbeing is now at the forefront of employee engagement.   
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