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Introduction
This delegate pack examines the changing shape of HR and its alignment to the organisations business strategy. 
Over the years we have seen the evolution of HR from Personnel to Human Resources and most recently to Strategic HR.
As the world of work becomes more complex, diverse and ambiguous, traditional models of working are starting to give way to more flexible forms of organisation and employment.
Technology, globalisation, changing workforce demographics and skills shortages add to the challenges facing organisations. 
The role of HR therefore must now become less operational and more strategic and HR professionals will need to develop a better understanding of the business needs and strategy.
(CIPD, 2015)





















2.1 Analyse the forces shaping the HR agenda
Change is inevitable in any organisation.  HR professionals need to be able to adapt to its changing environment to retain a competitive advantage.
There are many factors that shape the HR agenda and impact the HR tools that an organisation uses (CIPD, 2017a).
All organisations are different and therefore the HR strategies used are different dependant on the organisation itself.  Research into HR strategy carried out by Armstrong and Long (1994) revealed many variations (Armstrong, 2006). Some are general declarations of intent and others go into far more detail.
Strategies can also differ across different sectors.  Business objectives vary considerably, along with current business agendas and strategies.  Some organisations can plan years ahead and others due to the unpredictability of their environments are only able to plan for one maybe two years. Commercial and regulatory pressures for some organisations also affect the way they plan strategically (Taylor & Woodhams, 2016).
The size of an organisation will have an impact (CIPD, 2015a).
In small (less than 50 employees) or micro (less than 10 employees) organisations the HR department is likely to be made up of HR generalists.  (Taylor & Woodhams, 2016) suggests that HR generalists ‘have knowledge of and are involved in, all areas of the HR function. Sole practitioners will always tend to be generalists as they need to be able to deal with every part of the HR function on their own’.
Larger companies would have HR specialists who would be experts in a specific area of HR.
The labour market and demand for labour will also have an impact.  If HR professionals have an understanding and knowledge of the supply and demand in their field it will enable them to plan and react to changes that could affect the recruitment process, training needs and talent management (CIPD, 2017e).
Demand and supply in the labour market is reflected in the level of wages and salaries. If demand is high relative to supply, then earnings will rise.  This then increases the cost of employing people which then causes human resource to decline increasing the pressure on wages.
Alternatively, when supply is high relative to demand, employment costs would fall and therefore increase labour.  The labour market is scarce in periods of high demand, with unemployment low it will be difficult to fill job vacancies.  When the supply of labour is high the market therefore will have few vacancies and a high number of people searching for jobs (CIPD, 2017e).
Various models have been proposed over the years with different strategies for each, however there is not one model for HR that is more suitable than another as different organisations vary in terms of needs. HR therefore should adopt its model and strategies in line with its organisational strategy, structure, and the requirements of its internal and external stakeholders (CIPD, 2015).
The Ulrich model
One of the most talked about models was developed by David Ulrich. This model supports the HR function in its efficiency and commercial focus.
The CIPD survey carries out (CIPD, 2015a) discusses how the Ulrich model has had a positive impact on the HR function by improving operational efficiencies and capabilities in HR and aligning with the commercial objectives of the organisation. 
Ulrich model has four stages;
· Change agent – deliver capacity for change in individual behaviour and organisational culture 
· Employee advocate – deliver competent and committed employees 
· Business partner – deliver business results
· Admin expert – deliver efficient HR practices  
(Kew & Stredwick, 2016)
Ulrich believes that the HR strategy should be structured in a way that reflects the structure of the business and HR professionals should continue to build on and evolve what currently exists (CIPD, 2015a). 
The outside in approach should be taken to ensure HR work links to external stakeholders. This means aligning HR not only with business strategy but also with general business conditions (for example, social, technological, economic, political, environmental and demographic global changes), but also with external stakeholders such as customers, investors and communities (Ulrich, 2012).
HR professionals should ensure their HR strategy delivers talent (competence, commitment and contribution of the workforce), leadership (at all levels of the company) and capabilities (unique identity of the workplace).
HR policies should be aligned to business demands, integrated with each other, and innovative to offer new and creative ways to build agility into the organisation.
Lastly HR professionals should continue to demonstrate competencies that enable them to drive business results by positioning their organisation to win, managing change and agility, offering integrated HR solutions, building personal credibility, using information to make informed decisions, and managing paradoxes inherent in business success (CIPD, 2015).
Harvard Model of HRM
The Harvard model of HRM has had considerable influence over the theory and practice of HRM and directs responsibility to Line Managers. The model starts with looking at stakeholder interests in the business and the overall business situational factors.  Policy choices and HR outcomes for developing employee commitment within the organisation are focussed on.
Compared to the Michigan model the Harvard is a much softer model. Stakeholder interests and situational factors affect the HR policy choices in regard to shaping employee influence, human resource flow, reward and work systems.  (Boselie, 2015)
Michigan Model of HRM
Also known as the ‘matching model’ or ‘best fit’ approach to HRM.  This model requires HR strategies to have a tight fit to the overall business strategies (Taylor & Woodhams, 2016).
Its aim is to improve organisational performance, promoting high employee performance and views that employees are resources in the same way as any other business source (Price, 2011). 


The focus of this cycle is employee performance and by adopting HR selection processes that ensure employees have appropriate aptitudes, knowledge and values (Taylor & Woodhams, 2016). 
Environmental factors have a big impact on the HR strategy and HR’s use of tools such as PESTLE (which measures external influences) and a SWOT analysis (internal and external threats and opportunities) can be used.




























2.2 Compare different tools for analysing the business environment
SWOT analysis
A SWOT analysis process is a planning tool that generates information that is helpful in matching an organisation or group’s goals, programs, and capacities to the social environment in which it operates. The ‘SWOT’ itself is only a data capture exercise - the analysis follows later (CIPD, 2015b).
SWOT initially appears to be straight forward, however an over simplification of the model can lead to inefficiency. Over evaluation can make it difficult for specific issues to be identified.  To be effective SWOT requires significant allocation of time and a range of individuals with different perspectives based on facts, not assumptions. 
Whilst the primary function can be a ‘brainstorm’ this will only help to capture data. Later consideration forms the analysis part of the exercise and encourages strategic thinking by allowing management to determine the organisations strengths and develop opportunities of internal and external factors. This prediction of the future not only forecasts opportunities but plans against prospective threats enabling the business to take action to limit their effect. 
For SWOT to add true value to an organisation it must be utilised on a regular basis as the pace of change, especially in the competitive external environment is difficult to predict. 
To assist the analysis of SWOT in the strategic planning process it may be prudent to use it in conjunction with another analytical tool; PESTLE. 
PESTLE analysis
A PESTLE analysis is a framework to analyse the key factors influencing an organisation from the outside. In comparison to SWOT the PESTLE analysis focusses on external influences (CIPD, 2017b).
In the same way SWOT utilises differing opinions, for PESTLE to be effective it is sensible to pull on different resources to get a clear and well-rounded idea to formulate the best strategy. 
As with SWOT the disadvantages of PESTLE arise in it’s over simplification and over capture of information. A happy medium must be found to encourage strategic business thinking by understanding the wider factors at play. 
Porters Five Forces
Porter's five forces similar to SWOT as they are both used to conduct analyses and make strategic decisions. Each of the models seeks to define the company's position in the market. 
The difference in Porter’s is that it is used to analyse the competitive environment within an industry, often focusing on external forces, while a SWOT analysis tends to look more deeply within an organization to analyse its internal potential. 
Porter's five forces are also generally more of a micro tool, while SWOT analysis is comparatively macro.




1.1 Assess a range of different factors which impact an organisations business and its HR function
External Factors
Technology
New technologies are continually emerging and the rate of change itself is increasing. Organisations need to understand the impact that these changes will have to enable them to maximise opportunities and minimise the threats to the organisation (CIPD, 2017b).
About 35% of current jobs in the UK are at high risk of computerisation over the following 20 years, according to a study by researchers at Oxford University and Deloitte (Osborne & Frey, 2015).
Technology has already made a huge impact in sectors such as manufacturing, retail and transport companies, but many in other sectors have yet to escalate this to the very top of their watch-lists (Roper, 2016).
One way in which technology has affected the function of HR is through its continual advancement. 
Technology has streamlined the efficiency of organisations. Ten years ago, a HR department would have cabinets full of paper files. Now it is common place for extensive employee details to be kept on interactive databases such as Sage and IRIS. 
Now, data can be retrieved at the touch of a button instead of spending time and effort searching folders. By virtue, less time needs to be spent on administration meaning HR can be more focused on the governance of procedures and policies. 
Technology can largely be a positive factor; however, it can also have adverse effects on the business and its HR function. 
Originally one job could take four people to complete however the development of software could mean that role can now be completed by a single worker therefore driving down the cost to the business.  
It is important to note that lowering the headcount is only negative to the individuals it effects. Although somewhat ‘cut throat’ technology streamlining the business by using less bodies means an HR department can save money by hiring fewer employees. 
What HR urgently needs is an understanding of how technology will more radically and suddenly than ever before – shape the future of work. There are a wide range of projections and predictions about just how profound these changes will be. The role that HR will need to play will differ according to which one comes to pass but HR professionals and their organisations can ill afford not to keep up (Roper, 2016).
Brexit
Perhaps one of the single biggest influences to affect an organisation and its HR function is the current shape of the economy. 
In response to Brexit, uncertainty has meant people have less money or are more selective in what they purchase or the services they use. 
As a result, organisations have seen a slump in profits especially those offering non-essential or luxury goods.  
When the business experiences a decline in finances the HR department may be tasked with issuing redundancies. Furthermore, HR must ensure they add value by influencing key stakeholders at the strategic apex of the organisation because being a non-revenue increasing area of the firm may result in them being the first to lose staff. 
Leaving the single market now gives the government more control over immigration, and likely make it harder for employers to hire people from overseas.
A Financial Times survey of large companies’ boards found that 70 per cent believe Brexit would harm their business. Employers value having access to migrant labour, partly because it helps with some issues around skills, and because migrants are often relatively well qualified and motivated given the jobs they are applying for (Bain, 2016).
This vicious cycle continues; by making individuals of the local community redundant increases unemployment in the area and as such has a further negative effect on the local economy. If a large organisation made a significant amount of redundancies in a local area public opinion will plummet for that organisation not just locally but nationally. 
Internal
Organisation Culture
The culture of an organisation is critical to its success. It affects every aspect of how the organisation operates and how work gets done.  In the search for sustainable performance, ensuring their culture is fit for the future is a high priority for many organisations (CIPD, 2011).
HR should promote an organisational culture that embraces change, appropriate communication and ensuring employee participation. Creating a culture that values people and encourages effective collaboration between them can bring significant benefits, for example increased innovation and more effective problem solving in the organisation.
HR can gain an understanding of the organisation culture by holding employee focus groups, sending out staff satisfaction surveys and speaking to company stakeholders (Taylor & Woodhams, 2016). 
It is important for culture to support engagement and to have loyal employees who understand the organisation’s goals. The role of HR is crucial, as the organisational culture is shaped by their behaviour and encouraging a culture of continuous improvement is essential so that employees embrace change.
Deloitte’s recent Global Human Capital Trends report makes a bold statement: “Culture has become one of the most important business topics of 2016.” 
Communication
Communication is key to an organisations success.  If the organisations vision and strategy are communicated employees will be less confused and less likely to resist change (Taylor & Woodhams, 2016). 
HR Professionals role within this stems across the business from the employees, to senior management, stakeholders and the senior team and HR should be able to influence at all levels.
Providing honest information with the ability to listen is key so that employees have the opportunity to ask questions.
There are several ways HR can influence this starting at the very beginning in the employee induction.  Being clear of the organisations strategy and encouraging staff involvement by holding Focus Groups and consultation meetings creates transparency and trust.
Sharing information on the intranet, employee feedback, training and monitoring the effectiveness of communication channels are also key. 





























2.3 Explain the key stages in strategy formulation and implementation and the role of HR
All organisations are different and therefore all HR strategies are different.  Research into HR strategy carried out by Armstrong and Long (1994) revealed many variations (Armstrong, 2006). Some are general declarations of intent and others go into far more detail.
Strategies can also differ across different sectors.  Business objectives vary considerably, along with current business agendas and strategies.  Some organisations can plan years ahead and others due to the unpredictability of their environments are only able to plan for one maybe two years. Commercial and regulatory pressures for some organisations also affect the way they plan strategically (Taylor & Woodhams, 2016).

Figure 1. Three approaches to organisational strategy formation  
	
Rational / Classical 

	
Emergent / Logical incrementalism

	
Symbolic / Radical 



Once an organisation understands the marketplace, has defined itself and identified its competition the strategy will need to be implemented. 
It is imperative that consideration is made to choose the correct strategy to fit the organisation’s needs. This builds a foundation to strategic implementation. The organisation will be able to identify which of their efforts are successful and adapt them where necessary.
Although the three approaches are well defined, quite often an organisation will find itself in between or even including all three models. 
For example, the ‘Rational Approach’ is undertaken by managers rather than HRM’s. Manager’s formulate goals by monitoring and analysing internal and external factors effecting the organisation. Managers are then able to consider their options before strategically implementing and evaluating performance. 
Whilst this approach is effective in allowing organisational overview by targeting key objectives the business world is too unpredictable to make accurate choices. Therefore, the inflexible and unrealistic nature of this model may give way for a more pragmatic approach. 
The ‘Emergent Approach’ understands that although strategic factors can be encouraged by the strategic approach often other factors interrupt this ideology and other strategies are pursued. As such different strategies are pursued over time through analysis of the environmental position.   
This model can be far more efficient at developing business strategy as it abandons the idea of a ‘top down’ strategy in favour of one of ‘trial and error’ as situations arise over time. 
As a result, implementation itself becomes part of the development process meaning the strategy can respond rather than stay rigid. 
The symbolic approach has no clear plan or objectives and in practice little strategic leadership occurs. A written strategy is formulated through trial and error and basic luck.
A strategic plan is an active agenda which needs to adapt and develop as the conditions around it determine. To accomplish maximum success an organisation must be constantly aware of their position in the marketplace and react to the inevitable and frequent changes that occur (Taylor & Woodhams, 2016). 
HR’s role would be to look at the people element before formulating and implementing the strategy.  A top down approach will require HR to manage the communication, if it is a bottom up approach HR will facilitate and consult.
To determine the strategy HR will provide information such as budget figures and work to influence the finance team to loosen the purse strings.  HR would also analyse the skills gap and plan recruitment initiatives to fill these gaps.
A SWOT and PESTLE analysis would be carried out to analyse the environment, the opportunities and threats to the organisation that may affect the implementation of the strategy.
2.4 Examine HR’s contribution to business ethics and accountability
HR professionals should all follow the CIPD Code of Professional Conduct.  This is the standard declaration expected from anyone working within HR.
In line with it’s objectives the CIPD is committed to the highest possible standards of professional conduct and competency (Henderson, 2017). 
The Oxford Dictionary defines the term as follows;
· Ethics is the ‘rules of conduct recognised as appropriate to a particular profession or area of life’.
· Professionalism is ‘the qualities or typical features of a profession or of professionals, especially competence, skills etc
(Taylor & Woodhams, 2016)
Although it is essential for HR professionals to take an ethical approach there is also a clear business case for ethical HR management.
Ethical behaviour develops positive relationships with employees and only by acting fairly and decent at all times will HR gain the trust of employees.
It also effects the brand and reputation of the Company and building this will attract people to want to work for your organisation.  HR professionals need to act as a role model in encouraging ethical behaviour and encouraging employees to speak up.
Having a corporate code of conduct will help guide employee or corporate behaviour.  
Of course, this behaviour must be witnessed across the organisation from the top down, with all major stakeholders both internal and external.







3.1 Evaluate business performance and the role of HR in business planning and the change management agenda

Over the last thirty years there have been fundamental changes in the structures and management processes of organisations in the private and public sectors.
Changes to the HR function, structures and roles have responded to change but also other influences such as technology, divisionalisation, increased competition, devolved budgeting and internal markets have resulted in a shift from the management of tasks to management by financial performance (Taylor & Woodhams, 2016).
Performance management systems have been introduced to measure performance and meet organisational needs to promote a competitive advantage.
Organisations are continually changing, and HR has a vital role to play as change concerns controllable (business process) and uncontrollable (people and the meanings people attach to such processes) aspects.
3.2 Assess and utilise different sources of business and contextual data for planning purposes.  

With the increasing pressure on HR to become more strategic and business focussed HR professionals need to improve access to HR analytics among key stakeholders to drive value in the business and demonstrate the value that HR adds.
HR analytics is the use of people data in analytical processes to solve or improve business issues. HR analytics uses both people data, collected by HR systems (e.g. payroll, absence figures) and business information (e.g. operations performance data). HR analytics enables HR professionals and employers to gain insights into their employees, HR policies and practices, with a focus on the human capital element of the workforce, and can create more evidence based decision making (CIPD, 2017f).
HR data can be used to drive business performance and tackle areas such as workplace costs, workforce planning, retention of staff, performance management, recruitment and selection and learning and development, thus giving an organisation competitive advantage.
Although technology and culture can act as barriers to the adoption of HR analytics, good quality and available data is also key to effective evidence based decision making (CIPD, 2017c).
There are two ways in which data can be analysed; 
Quantitative data (numbers) – salary information, absence figures, recruitment costs.
Qualitative data (words) – staff surveys, exit interviews, 

Employee Turnover and Retention Data
Employee turnover can have a negative impact on an organisation’s performance. By understanding the reasons behind staff turnover, HR professionals can devise recruitment and retention initiatives that reduce turnover and increase employee retention (CIPD, 2017d).
By analysing data available we can ascertain the cost to an organisation of losing employees, the effect it has on the organisations performance and its ability to achieve its strategic goal. 
Data from confidential exit surveys and staff attitude surveys can help HR professionals understand why people leave and what action can be taken to address the issue.
HR should ensure that new recruits have realistic expectations of their job and induction training should be carried out proficiently to ensure we retain new employees.
Measuring the levels and costs of recruitment and turnover helps in building a business case for recruitment and retention initiatives.  Turnover can be more problematic where skill set is scarce and therefore recruitment costs are high.
Reasons why people leave may highlight issues within the workplace and HR should address these issues and try to create a positive working environment (CIPD, 2017d).
KPI’s
KPI’s can identify aspects of HR performance that are critical for the achievement of business objectives (Taylor & Woodhams, 2016).
KPI’s often have targets set for each activity and can then assess the performance against this target.  They are beneficial for organisations as they are specific, measurable, achievable, realistic and timely.
Balance Scorecard 
The balanced scorecard is much more than a measurement exercise and organisations should customise their scorecard in line with their mission, strategy, technology and culture. 
Different market situations, product strategies, and competitive environments also require different scorecards (Kaplan & Norton, 1993).
The scorecard has different perspectives from which to choose measures; performance for customers, internal processes, innovation and improvement activities. 
The scorecard measures are grounded in an organisation’s strategic objectives and competitive demands and helps focus on strategic vision of an organisations current and future success (Kaplan & Norton, 1993).
The balanced scorecard can serve as the focal point for the organisation’s efforts, defining and communicating priorities to managers, employees, investors, even customers. 







Conclusion
The way the HR function operates must continue to evolve and adapt to demonstrate their value to an organisation and continue to drive change where needed.  Cost management remains to be the most common current and future priority.
HR professionals should prepare the organisation and its employees for the economic uncertainty, especially where globalisation and Brexit are concerned. They also need to harness the benefits of technology and use HR data to strengthen evidence based decision making.
Through training they should strengthen the capability of people managers and continue to adapt to the changing needs and desires of the workforce.
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