Clare Louise Berner - CIPD Level 5 Diploma in Applied Human Resources Higher Apprenticeship

Qualification: CIPD Level 5 Diploma in Applied Human Resources

Module Name:  Clare Louise Berner

Understanding the Business Context of Human Resources – 5CBIC


Activity 1

1. Compare two different types of organisation and their operational/business purpose
2. Assess how business type and purpose affect the HR function
3. Explain how different organisational structures and management roles can impact on the HR function
4. Explain the role of the HR function in formulating organisational strategy
5. Explain how organisational strategy is translated into HR strategy and policy

Activity 1 Word Count:  2200


Activity 2

1. Identify an organisation of your choice, and using 2 analysis techniques, such as PESTLE or SWOT, identify the current external factors impacting on the organisation.  Your analysis should, as a minimum, consider market forces, social trends, technological developments, legislation and globalisation/international factors.
2. When you have completed stage 1 of the analysis (point 1 above), you should further consider how the specific forces impacting on the organisation, might affect the organisation’s HR function.
3. Write a short report briefly explaining the analysis techniques/tools you used and summarising the conclusions from both stages (points 1 & 2 above) of your analysis
	
Activity 2 Word Count: 550



Student Name:  Clare Louise Berner
Student Number:  1810268
CIPD Membership Number:  53280348


By signing below, I confirm that the work/evidence presented is my own, unaided work. I understand the regulations pertaining to candidate malpractice and the action that may be taken as a result.

Signed:  Clare Louise Berner
Date:  14/02/2019


Introduction

This report will compare and contrast a public and private sector organisation.  The report goes further identifying factors which impact on the HR function, understanding how HR strategies and practices are shaped and developed.


Main

The NHS one of the largest organisations in the UK.  A Public Sector organisation; controlled and funded under devolved governments.  In Wales there are 7 local health boards and 3 trusts (NHS, Wales n.d.a).  A patient centred service; through Primary Care Health Centres, GP surgeries; Secondary Care services e.g. Hospitals, Resource Centres/Hubs and Ambulance Services; Tertiary Care; treatment of specific diseases and Community Care in collaboration with Social Services (Welsh Government, 2018).  

Within the Public Sector the Chief Executive of NHS Wales and the ministers are accountable for managing the budget.  The Chief Executive advises on policy and strategies, setting the budget and targets (NHS Wales, n.da).   The NHS is a Bureaucratic Organisation with a top down hierarchy.  The structure clearly shows who is accountable for which remit, branching off in layers from Chief Executives, Directors to management and staff which fall under their control; the structure clearly shows their area and levels of authority within the organisation, with an inflexible approach due to being Bureaucratic; this can cause low staff morale if managers within their remit of control are unable to manage correctly.   Rules and Regulations are high on the agenda, the NHS has to fully comply with policies, rules legislation and regulations due to the various services they provide to various stakeholders; these are set down by the Government.  Any service changes within the organisation is taken to a Board Meeting, where various paperwork needs to be submitted and signed off; this being a long drawn out process in waiting for a decision.

Large HR functions are present in Public Sector Organisations with dominant trade unions.  Working strategically to ensure that HR practices, policies, legal compliance and procedures are adhered to by all; being Bureaucratic, a role orientated culture, control and a very disciplined nature with a centralised approach, a traditional integrated HR structure utilising the best practice model.  Tasks are structured. Having a very large number of policies in place ensures everyone is treated fairly, correct processes are followed by line managers and everyone is working towards the values, vision goals and objectives of the organisation.  HR are expert in conflict resolutions and acts in the best interest of stakeholders.  Ensuring that employment tribunal proceedings are low, if none at all.  The function can consist of specialist and generalist professionals dealing with transactional aspects like recruitment, reward, development and employee relations with some transformational work.   In recent years departments have reduced due to recession; reduced government funding affecting recruitment and redundancies in some departments.  Due to the deficit, financial pressures and budget cuts, change and transformation has been necessary. Transforming clinical services, mental health and many wards are undergoing organisational change.  HR helps facilitate this and embed a change culture, by implementing new strategies smoothly and effectively, ensuring workforce are supportive of change.  Technological advancement is rapidly becoming at the forefront of the organisation.  Some services have now been outsourced to shared services to reduce cost.  Pay in public sector organisations tends to follow a banding/grading system, which means everyone knows what colleagues are paid, government in the past have tried to decentralise bargaining to move to performance-related pay; as managers have less control motivating their staff (Taylor and Wilkinson, 2016).  

Using Rachel’s Organic Dairy as a comparative, Rachel’s was the UK’s first certified organic dairy, being family owned, a private sector company that;

“Today as I watch the business go from strength to strength, I am so proud that we are still delivering the very best taste experience in yoghurts and desserts; today, tomorrow and always” (Rowlands, n.d).

Producing dairy products to locals, eventually supermarkets nationwide since 1984.   (Rowlands, n.d).  It was bought by French Company Lactalis Groupe and Nestle (BBC News Mid Wales, 2010).  Today Lactalis Groupe UK & Ireland, (2013) have three manufacturing sites, each being a major employer in their local community, or which Rachel’s is one.  

This Private Sector Company is a subsidiary of a Multinational company and governed by company law.  It has 3 Directors and 1 Secretary with 1 Shareholder, being a SME with around 50-250 employees (Endole, n.d) the structure is likely to be decentralised with Executive Team at their Head Office.   The companies aim or purpose is to make a profit for the owners or shareholders, focussing on sales/transactional work and staff engagement all adding value (Wilkinson and Taylor, 2016).  The company is regulated being a Private Limited Company.  Being limited liability means the company is a separate entity from the people who own and run it, therefore the company will continue to trade even if the person/people who run it become bankrupt.  In contrast, if the company becomes insolvent the owners are not responsible for any debt, “the liability is limited to the value of the shares that are owned” (Taylor and Wilkinson, 2016).   Court proceedings and borrowings are all separate, liability is on the company.  UK companies must be registered with Companies House in Cardiff and submit annual and financial reports of the business.  Directors’ submit a financial report to their shareholders at their Annual General Meetings’ (Taylor and Wilkinson, 2016).

HR Departments in Private Limited Companies are likely to vary in size depending on type/size of business.    Smaller private companies are likely to have very small functions of one or two specialists or one generalist, usually managers, being a flat structure; dealing with recruitment, training, admin, grievances and payroll with limited or no policies, some outsource payroll and pensions or use consultancies for complex employee issues. Larger companies may have a team of HR specialists/generalists under a Director who reports to the top; HR becoming high profile, working more strategically to achieve its business objectives and having a significant stance in the company, with clear HR practices, policies and standards which are not present in smaller settings; this structure is similar to the public sector organisations. The administrative side of HR is likely to be delegated to the line managers, outsourced or centralised using shared services (Taylor and Wilkinson, 2016).

Smaller companies are likely to have effective communication between managers and employees with high job satisfaction, due to working flexibly and effectively as a team.   The benefits are that managers get to know their staff personally, know their strengths and weaknesses and can quickly remedy issues.  They also have the freedom to action cost saving 
strategies without having “red tape” like in bureaucratic organisations.  Drawbacks are that no set policies and standards, could cause one person to be unfairly treated to another resulting in rifts/conflict and demotivation, a rise in tribunals resulting in large payoffs.  Trade unions are weakened in the private sector; meaning less collective bargaining and more individualised pay, incentives and employee value (Taylor and Wilkinson, 2016).

As seen in recent business environments due to the nature of the economic climate, HR are unable to plan very far ahead; this can be seen currently in Brexit (Taylor and Wilkinson, 2016).

According to Kew and Stredwick (2016) in order to create strategy, there is a need to understand the 6 key structures that impact on the HR function, namely:

· Bureaucracy
· Divisionalisation/M-Form
· Matrix Organisations
· Networks/N-Form
· Virtual organisations
· Strategic Alliances

The Matrix structure works across departments, staff may have multiple managers supervising at the same time whilst working on projects.  Advantages and disadvantages of this model could be, effective communication but in contrast stress, insecurity and loyalty issues from having to answer to two managers.  HR works across departments (Kew and Stredwick, 2016).

Virtual organisations can be relevant all over the world, using the world wide web connecting via networks on the internet, examples are amazon, dell and e-bay.  Connecting and collaborating via technology, no physical contact; HR function is transactional approach and tasks are virtual including recruitment and employee issues but may involve outsourcing. (Kew and Stredwick, 2016). 
  
Line managers in the public sector have less freedom to express, implement and innovate their ideas, having to follow a more structured system in how they lead their teams.  A mechanistic structure with strong hierarchy, decision-making lies at the top; centralised power of a bureaucratic environment; these structures are slower adapting to change.  Having consistent HR and management practices; policies and performance measures are being acted upon (Roberts, 2016).  Existing inappropriate behavioural cultures are addressed with HR support.  In bureaucratic organisations, line managers carry out many core elements of HR activities, tasks are set and structured e.g. recruitment and performance management (Swift, 2016) and are guided by HR in their day to day role and on legal and regulatory requirements (Taylor and Wilkinson, 2016); elements of HR are sometimes outsourced for cost effectiveness.   

Line managers in the private sector have more flexibility; an organic structure, line managers have more control due to decentralised authority power.  Greater team working, communication, agility, more dynamic; HR play a significant role in helping companies adapt quickly to changes in internal and external environment, helping performance, financial 

targets and profits (Roberts, 2016).  Technology and process plays an important role.  Dependent upon size of the company, HR activities can be carried out by line managers who tend to be a generalist or are outsourced.  Larger companies could would have a team of specialist/generalists (Taylor and Wilkinson, 2016).

Strategy is the planned vision, values, aims, goals and objectives of the organisation.  Formulation is dependent upon the type of organisations, the culture, management style and the external context.   

According to Taylor and Wilkinson (2016) formulation of Business Strategy can follow three approaches:

· Rational/classical or mainstream; planned approach, a SWOT analysis is completed on the internal and external environmental factors, information gathered from the analysis is utilised to formulate organisational goals, aims and objectives.

· Emergent/logical incrementalism; goals are set by senior management, strategy lies with people responding to situations, evolves as time goes on.   External factors have an impact.

· Symbolic/radical; unplanned and opportunistic, finding out what works best and utilising it as strategy.

Henry Mintzberg (1994) formulated a contingency model for the for the strategy-making approaches listed above, “the complexity of the organisation, its environment and the rate of change in that environment are key variables”, these may be different for different organisations at different times so will vary.

HR are at the centre of analytics/metrics for organisations; providing information from hard stats like absence and recruitment.  Workforce trends; profiles of attrition, skills, ability; can be used for developmental/training needs.  Budget information on re-training and retention.  Key in change management and performance.  HR work with the hierarchy on various consultations with trade unions e.g. Transforming clinical services.    External factors are taken into account e.g. legislation and regulations affecting HR, industry, and employment.  HR can benchmark against external companies regarding salaries. 

HR create, develop and implement organisational policies, taking into consideration law, legislation and change, which help form strategy.  These guide managers and employees concerning employment issues.  Providing consistent guidance to all, creating positive, fair working environment; and reviewed periodically.  These form part of the strategy (CIPD, 2019).

HR can carry out a SWOT (Strengths, Weaknesses, Opportunities and Threats) analysis on the organisation as a whole of inward/outward looking factors; identifying weaknesses and threats in an organisation; which can influence decision-making; used in strategic planning, by looking at environmental factors, which can help separate the organisation from the rest.  This tool can be used in conjunction with the PESTLE (CIPD, 2018b).   The PESTLE (Political, Economic, Sociological, Technological, Legal and Environmental) analysis is to analyse external factors impacting on the organisation’s future; this helps guide HR in their strategic decision-making with the hierarchy; obtaining SMART objectives (CIPD, 2018a).

There are a number of HR strategy models; vertical and horizontal integration being the best fit, HR strategy is integration of policies and procedures integrated with business strategy, all aspects of HR must support each other effectively (Kew and Stredwick, 2010).

There are many contingency models, like Boston Consulting Model (Purcell, 1989), Miles and Snow (1978) to help managers align HR strategies with business strategies.  Porters (1985) model identified three core alternative strategies that companies can follow:

· Cost leadership (value for money e.g. zero-hour contracts)
· Differentiation (via quality enhancement or innovation e.g. Apple, highly skilled innovative)
· Focus (using cost leadership or differentiation in a niche market)

HR policies and practices need to be in place to effectively support the above, all will be different (Schuler and Jackson, 1987).

[bookmark: _GoBack]Above models help HR think strategically about their actives, how they can add value, but do not take into account different strategic approaches that may need to be taken; e.g. tight labour market, skill shortages; increased wages to attract and retain workforce (Taylor and Woodhams, 2016a). 

Resource based-view looking at the inside-out, what the organisation has in terms of workforce capabilities, culture, knowledge; how they can be used to gain a competitive advantage.  Strategies found to protect, enhance and reinforce to sustain the competitive strength, to focus on what resources are most valuable (Taylor and Woodhams, 2016a).   

Conclusion

The HR function is impacted by different structures, management roles, internal and external environmental factors; working closely with hierarchy to create strategic business focussed organisations, through continuous change.














Activity 2

The NHS being the largest organisations in the UK; 70 years on, the 3 core principles set in 1948 by Aneurin Bevan, which today remain at its core according to the NHS (2018):

· Meeting the needs of everyone
· Free service
· Service is based on clinical needs, not ability to pay

PESTLE and SWOT analysis tools were used to evaluate Hywel Dda UHB to ensure the strategic direction of aims, goals and objectives are not compromised by any threats or risks which affect organisational strategy.   The analysis can identify issues that are present outside the organisation which the hierarchy can put protection measures in place, or it may be that the threats could be due to changes that are happening; which the organisation needs to adapt to, and new strategies formed to allow these to happen.

PESTLE: Political, Economic, Sociological, Technological, Legal and Environmental analysis is to analyse external factors impacting on the organisation’s future; this helps guide HR and Directors/Senior Managers in their strategic decision-making (CIPD, 2018a).

SWOT: Strengths, Weaknesses, Opportunities and Threats analysis on the organisation as a whole of inward/outward looking factors; identifying weaknesses and threats in an organisation; which can influence decision-making; used in strategic planning, by looking at environmental factors, which can help separate the organisation from the rest (CIPD, 2018b).   

The PESTLE and SWOT analysis are Appendix 1 and 2 attached hereto; from analysis HR will have to provide the organisation with lots of support from external challenges that are facing the health board.  
 
One of the major impactors is Brexit and how it will affect the current employment legislation (Legislation.gov.uk, 2019a), this is a major threats to the health board and to HR; the cultural diversity of medical staff which could lead to implications and departure of staff from the UK affecting the organisation, which is already facing a crisis with recruitment and a demographically ageing population.   The Equality Act 2010, (Legislation.gov.uk,2019b) which was brought in by the EU along with the European Working Time Directive (Legislation.gov.uk, 2019g) and various Employment Legislation and laws that could change as a result of Brexit, having an impact on HR’s policies; which would need to be realigned to new regulations.  Policies relating to dignity, respect and discrimination due to the diversity of the workforce would need to be adapted. 

Economic factors such as funding from the EU to Wales would cease putting a strain on financial budgets; HR having to deal with organisational changes in departments; which could lead to re-deployment or even job losses.  

Greater demand for services due to ageing population, costly complex illnesses to treat; medication could cease from EU countries or shortage thereof; which has already been seen by pharmacies within the heath board; other organisations stockpiling.  

Costly technological equipment; supplies of equipment from EU could take longer coming into the UK or could cease due to restrictions of free movement.  HR face technology challenges due to social media and workforce posting inappropriate context which then form HR investigations.   

Globalisation doesn’t affect the NHS, being UK only; in the context of skills shortages, the NHS requires workforce outside of the UK to fill the skills gap. Privatisation could globalise the NHS.

In contrast HR and the workforce carry out meetings; overseas interviews etc via skype, taking into account the carbon footprint.






































APPENDIX 1:   PESTLE OF HYWEL DDA UNIVERSITY HEALTH BOARD 
	 PESTLE
	External factors to consider
	Factors affected within my organisation
	Importance to Organisation

	POLICITCAL
	Government Policy
	Potential terrorism threats where Hospitals are
	Low

	 
	Political Stability
	Services provided
	Low/Med

	 
	Tax
	All Wales Career Framework (NHS Wales, 2019c)  
	Med

	 
	Industry regulations
	Work permits
	High

	 
	Brexit (HM Government, 2019)
	Overseas Staff – Brexit (HM Government, 2019)
	

	 
	Insurance Mandates
	NMC Regulations (NMC, 2019)
	Med

	 
	Consumer Protection 
	GMC Regulations (General Medical Council, 2019)
	Med


	 
	Government spending
	Francis Report (The National Archives, 2015)
	Med

	 
	New Emerging Laws/Standards
	NHS Wales - Policies, Procedures & changes
	High

	 
	 
White Paper

	Cavendish Report (GOV.UK, 2013)
	Med

	ECONOMIC
	Exchange Rates
	Hywel Dda budget cuts
	High

	 
	Globalisation
	Uncertainly prevails in the UK due to UK leaving the EU
	Med/High

	 
	Inflation
	Population Geography
	Med

	 
	Interest Rates
	Rurality of Health Board
	Med/High

	 
	Cost of living
	Hospitals costly to run
	High

	 
	Labour costs
	Consideration to change services
	Med/High

	 
	Unemployment
	Geographic catchment area
	Med/High

	 
	UK Austerity economic downturn
	 
	 

	 
	Reduction in funding for NHS and other bodies we work closely with
	 
	 

	 
	
Restricted borrowing

	 
	 

	SOCIAL
	Lifestyle factors
	24 hour provision through flexible working
	Low/Med

	 
	Career attitudes
	Values 
	Med/High

	 
	Work-life balance
	Greater demand on service with those needing care
	Med/High

	 
	Population demographics
	Providing services for varying demographics
	Med/High

	 
	Ageing population
	Mental Health Services
	Med/High

	 
	Mental Health
	Aging workforce
	High

	 
	Diversity 
	Training provision of education to the population, raising awareness
	Low/Med

	 
	Protected characteristics
	Cultural diversity
	Med/High

	 
	Litigation culture
	The demographic ageing population
	Med/High

	 
	 
	Investment is required in research
	Med/High

	 
	 
	Innovative medical research
	Med/High

	






	 


	Draining social care staff
Complex Illnesses high costs to treat


	
High
High



	 PESTLE
	External factors to consider
	Factors affected within my organisation
	Importance to Organisation

	
TECHNOLOGY
	Innovation
	Technology underdeveloped 
	High

	 
	Social networking
	Is the technology fit for purpose now and for the future?
	High

	 
	Upgrades
	Employee Self Service (ESR) (NHS Wales Shared Services Partnership, 2019)

	Med

	 
	Security
	Need to improve technology for intelligence
	Med/High



	 
	
Up-to-date surgical equipment

Automation
	Preference online appointments and consultations

	Med

	 
	
	Rise in cybercrime risk to data protection and operational stability cyber-attack on NHS through 'Ransomware'
	High; software inoperable

	 
	
	Tracking system and patient retrieval 

	
Med


	 
	 
	
New improved surgical equipment/drug treatments

Patient care from their homes 

	High

	LEGAL
	Employment Rights Act 1996 (Legislation.gov.uk, 2019a)
	Wages 
	Low/Med

	 
	Case Law and Acts changing Policy e.g. Equality Act 2010 (legislation.gov.uk, 2019b)
	24-hour service
	Med

	 
	
	Taylor Review (GOV.UK, 2018)
	Med

	 
	Health and Safety regulations (legislation.gov.uk, 2019c)
	Nursing Staffing Levels Act 2016 (legislation.gov.uk, 2019d)
	Med

	 
	GDPR (European Commission, 2018)
	Future Generation Wellbeing Act (legislation.gov.uk, 2019e)
	Med

	 
	Increase in litigation claims
	Welsh Language Act (legislation.gov.uk, 2019f)
	Med/High

	 
	Legal rights to be treated within so many weeks
	NMC Regulations (NMC, 2019)
	Med/High

	 
	 
	GMC Regulations (General Medical Council, 2019)
	Med/High

	 
	 
	Gig Economy - agency, bank etc implications of employment status
	High

	 
	 
	Professional Regulations
	Med/High

	 
	 
	Personal injury litigation claims
	Med

	ENVIRONMENTAL
	Environmental restrictions
	Paperless working
	Med/High

	 
	imposed by in-country governments
	Centralising services

	Med/High



	 
	Sustainable resources
	Carbon footprint
Increases in utilities e.g.: heating & lighting
	Med/High

	 
	CSR (Corporate social responsibility)
	
	 

	 
	Ethical sourcing
	
	 

	 
	Transportation
	
	 

	 
	Procurement
	
	 

	 
	Supply chain management
	
	 

	 
	Carbon Footprint
	
	 

	 
	Reduction of smoking/impacts
	
	 

	 
	Restricted parking issues
	
	 

	 
	Disposal of equipment/surgical waste
	 
	 


(CIPD, 2018a).

APPENDIX 2:   SWOT Analysis of Hywel Dda University Health Board
	
Strengths

The Assault on Emergency Workers (Offences) Act 2018 (www.parliment.uk, 2019a)
Partnership Working
Innovative
Specialist
Public Health Wales (NHS Wales, 2019b)
Shared Services 
Wales Partnership Forum (NHS Confederation n.d.)
Health Education and Improvement Wales (HEIW) (NHS Wales, 2018)
NWIS NHS Wales Informatics Service (NHS Wales 2019a)
Talented Workforce
Professional and Committed Workforce
Grow Your Own (Hywel Dda UHB, 2019b)
Highly Trusted GP’s and Clinicians
Self Service (NHS Wales Shared Services Partnership, 2019)
Free Health Care
Positive Patient Experience
Excellent Training/Upskilling opportunities for staff
Staff Benefits (Hywel Dda UHB, 2019a)

	
Weaknesses

Recruitment / Retention
Waiting Lists
Continual Organisational Change
Geographic Area / Location of Hospitals
No recognition of individual performance
Financial Restraints
Budget Cuts



	
Opportunity

Collaboration with provider partners in primary care and secondary care
Learning from the Francis Report (The National Archives, 2015)
Apprenticeship Levy (National Assembly for Wales, 2018)
Sharing Best Practice 

	
Threats

Financial Challenge/Budget Cuts/Constraints
Privatisation
Government Controls
Increase in Private Sector Agency Nurses and Doctors
Brexit (HM Government, 2019)
Media – Negative comments
Meeting Welsh Government Targets (Welsh Government, 2019)



(CIPD, 2018b).   
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