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Business type and purpose can have a sizable impact on an organisation’s HR function. Regardless of organisation type, having a clearly defined business purpose sets the tone for success, helps align strategy and contributes to achieving goals, (Haughton 2019). Looking at two contrasting organisations highlights the differences and similarities, for example Folly Farm, which is a tourist attraction, providing a service in the form of days out and entertainment within the private sector and Dyfed Powys Police which is in the public sector and is not concerned with profit and its priority is safeguarding communities. When looking at organizational structure, Dyfed Powys Police is divisional and is split up across three counties each with its own management, teams and HR advisor, Folly Farm is somewhere between hierarchical and functional in terms of its structure, with employees split between departments each reporting to relevant supervisors, and taking on a slightly bureaucratic approach, (Kew and Stredwick 2016). 

The HR function varies across different sectors, within the private sector larger firms typically employ teams of HR specialists and smaller firms tend to have one or two HR generalists, this is the case with Folly Farm who operate using a few HR generalists and one HR specialist for payroll purposes as the seasonality of the business and number of employees in the organisation does not warrant a large team of specialists. Taylor and Wilkinson (2016) discuss that smaller private sector firms tend to favor an informal approach to HR management and often lack clear written procedures or pay structures. Private sector organisations do not always have the presence of a trade union, this is the case with Folly Farm. In contrast to this, Dyfed Powys Police comes under the public sector and like many other large organisations in this sector, operates using a vast team of HR specialists for various areas such as payroll, recruitment and employee relations, this is in addition to HR generalists. Van Wanrooy et al (2013) discusses that a vast majority of public sector employees are members of trade unions, this is the case with Dyfed Powys Police. As public sector organisations are spending public money they have strict approaches to pay structures and scales with set criteria to ensure fairness and this is often common knowledge amongst colleagues, this is a stark contrast to the private sector where pay scales are rarely set and can vary significantly on several factors such as length of service etc. HR managers in the public sector tend to have limited scope for maneuver and have less freedom in terms of decision making whereas in the private sector there is more scope for decision making on an individual level. on recruitment According to Potcovaru (2017) private sector employees are more easily motivated due to the flexibility of reward schemes and pay rises, whereas public sector employees are on fixed pay scales so line managers are limited in how they can boost motivation. 

There are benefits to both the private and public sector, for organisations in the public sector like Dyfed Powys Police, the outlining of clear policies and procedures creates a fair environment whereas within the private sector the slightly less regulated approach can lead to favoritism. The private sector also tends to allow for faster decision making and more efficiencies as the public sector must do things by the correct procedures. 

HR delivery within Folly Farm and Dyfed Powys Police takes different approaches, largely due to size of organisation. Dyfed Powys Police takes a divisional approach and is split across three counties with a HR team based in headquarters, made up of specialists in recruitment, work force planning and training. In addition to this is the use of a business support unit which deals with the administration side of HR, each division also has its own HR advisor. Folly Farm uses a centralized approach with a smaller team of generalists who carry out all associated tasks from recruitment to employee development as well as all associated administration. Dyfed Powys Police use a business partnering model and follow elements of Ulrich’s three-legged stool approach with ‘Shared Services’ in the form of the business admin support team who carry out transactional day to day tasks and ‘Centers of excellence’ being the HR specialists for example in recruitment, (CIPD 2020). Folly Farm does not follow this due to size of organisation and adopts a transactional approach due to the smaller scale of the HR department. CIPD (2015) discusses different HR operating models and notes that smaller organisations often cross train managers to deal with HR issues when starting out before developing a sole HR professional and then HR team as the organisation grows and looks to invest in how its people are managed, developed and retained. Within Dyfed Powys Police day to day HR tasks such as return to work interviews and performance reviews are carried out by line managers whereas within Folly Farm all HR related tasks are carried out by the HR department. The role of HR with the police is more strategic and long-term planning focused and line mangers are dealing with staff issues and looking to HR for advice when needed. Both approaches have benefits, for example line managers will have a better relationship with staff and be able to take this into account when delivering performance reviews and information may be better received. The downside to this means consistency can be lost when line mangers are carrying out HR tasks whereas if done centrally by the HR department there is a degree of uniformity. 

Company and HR culture also varies across different organisations, Johnson et al (2012) discusses the cultural web including organizational structure and its impact on strategy, this also includes the ‘unwritten rules’ which is especially common within family run organisations such as Folly Farm. Dyfed Powys Police has a formal culture with clear structure and policies and procedures. On the other hand, Folly Farm has a more informal culture based on the fact it is family owned and family run, there is also far fewer employees than within Dyfed Powys Police which means every individual is know by name across all departments and in the police, it may be that individuals only know their immediate teams on that level. This has both positive and negative implications for HR, on one hand a family ethos can promote strong working relationships, good communication and an open culture, but it can be difficult to manage performance if employees feel too comfortable. The opposite would occur within Dyfed Powys Police as the force is so vast employees can often feel like a number rather than a name and this can lead to poor morale and feeling under valued within their job roles, but for HR it makes for a more structured approach to management as there are clear policies and things must be done in a certain way across the organization.  

An organisation needs a clear business strategy to help ensure success. Boxall and Purcell (2008) define strategy as an organisation’s attempts to deal with problems they may face and how managers understand their goals and develop their resources in order to achieve them. Strategy is formulated in different ways and some are more suitable depending on the type of organisation and which sector it sits in. The three main ways of formulation are ‘rational/classical’ where strategy is carried out by senior managers who continually evaluate the internal and external environment to develop goals and use appropriate resources to carry this out, ‘emergent/logical incrementalism’ whereby strategy is formed as an organisation reacts to issues and plans look more towards the shorter term and goals are set by senior managers but strategy for achieving is the responsibility of others in the organisation. ‘Symbolic/radical’ is where strategy is formed based on how the organisation has dealt with issues as and when they have arisen, this system is based on trial and error and finding what works, (Taylor and Wilkinson, 2016). HR have a crucial role to play in the formulation of strategy, although this depends on the organisation and which approach is taken, when using ‘rational/classical’ typically it would be HR directors involved in strategic decisions whereas if using ‘emergent/ logical incrementalism’ HR managers or HR specialists would be responsible for ensuring the strategy they put in place within their departments achieved the overall goals. 

HR can provide organizational insights which contribute to strategy formulation, having a strong strategy is a starting point and its important that there is a strong workforce to help carry it out, HR have workforce data which can be used to ensure the right teams are in place with the right skills to ensure the strategy can be implemented effectively, this data can be useful during the early strategic planning stages, (Starner, 2015). HR also contribute by being unbiased and having an element of input into all departments so can advise and provide input on all stages of strategic planning as well as influence and drive senior managers, line managers and the rest of the workforce, (CIPD 2020). Woolnough (2018) discusses that HR has a crucial part to play in ensuring changes and strategy is well received by the rest of the workforce and any concerns and problems are addressed immediately so they do not grow and cause teams to resist what is being implemented for example a new procedure which creates efficiencies as this could hinder the organisations overall progress. 

It is important that once a strategic plan has been identified that an organisations HR strategy aligns with this, this means that recruitment plans, training and development plans and the company’s HR goals all link back to the organisations overall strategy. Contingency models can be used to help align business and HR strategy, one model is Porters (1985, quoted in Taylor and Woodhams 2016) which states that to be more efficient a business must look at ‘cost leadership’ ‘differentiation’ or ‘focus’. When looking at HR strategy this can also be interpreted as producing a ‘cheaper service’ where strategy focuses on keeping employment costs down, higher quality service where HR strategy looks to recruit highly skilled individuals and develop them. Resource based thinking is another approach to developing a HR strategy whereby an audit is carried out of current resources and identifies strongest areas and how to protect and develop these further to gain advantages for example, strong staff member who would be difficult to replace and therefore it is worth developing them to help achieve over all goals, (Taylor and Wilkinson 2016). 

The Harvard human resource map clearly identifies the direct link between business strategy and HR policy. This leads to ‘commitment’ in the form of employee retention and long service team members, ‘competence’ which occurs through training and development, ‘congruence’ which occurs though a positive working environment and ‘cost-effectiveness’ from having clear policies that align with the organisational strategy and ensuring the HR strategy aligns with this and does not need to be repeated which can be costly (Boxall and Purcell 2008). 

To conclude, the type of strategy and how its implemented varies across all organisations based on their size, sector, and structure. Human resources have a large part to play in organisational strategy and linking its own strategy back to this to achieve overall business goals in the most efficient and cost-effective way possible. The link between an organisation’s people and its strategy is crucial and HR professionals need to nurture this link and use it when helping to develop organisational strategy and when implementing it. 
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	STRENGTHS 
	OPPORTUNITIES

	· Award winning tourist attraction, awards including ‘best day out in wales’, ‘best day out for under 5’s’ and ‘Gold Standard accredited by Visit Wales’ and ‘IIP’ accredited (Folly Farm 2020), creating a strong brand image. 
· One of only five BIAZA (British and Irish Association of Zoos and Aquariums) accredited sites in Wales, which sets out a high standard for zoo including of animal welfare. 
· Educational aspect of Zoos which brings high numbers of school trips and group bookings, generating revenue.  
· Large target audience, appeals to wide demographic including families with young children but also adults and couples without children due to large zoo and vintage funfair element. 
· Annual passes are available which bring in repeat visitors. 
IMPACT ON HR
Having a strong reputable brand image, especially awards relating to good standards of training such as the ‘IIP’ accreditation makes Folly Farm an attractive employer and thus widens the talent pool, attracting more skilled workers. 
The large amount of visitors Folly Farm receives each year comes in peaks and troughs so this can be challenging to get staffing levels correct especially during school trip season when there is a large influx over a short period of time. 

	· Significant room for expansion as Folly Farm Leisure Ltd also owns a large amount of adjacent land. 
· Staycations in the UK are expected to rise dramatically due to covid-19 restrictions, (Rees 2020) This could bring increased tourism to the area and generate more business for Folly Farm. 
· Expansion of Folly Farm Holiday park to include lodges which will generate higher revenue. 
· Diversification into other areas such as selling retail stock online and development of working farm aspect to generate alternative revenue streams. 
IMPACT ON HR
Diversification into other areas such as the holiday park means new job roles are being created for example ‘housekeeping’ and there are significant admin tasks related to this such as creating personal specifications, adverts and pay scales. Being a new department, means training schemes and policies and procedures need to be developed to ensure success and consistency. 

	WEAKNESSES
	THREATS

	· Seasonality of the business- other similar, local attractions such as wildlife parks are open all year round and gain additional trade whilst Folly Farm is closed, and it can be a challenge to make sure visitors return to Folly Farm after this period for example if annual passes have been purchased for alternative attractions during this period. 
· Majority of Folly Farm is outdoor based, and the attraction has limited indoor areas which can be a weakness during poor weather, leading to reduced visitor numbers and lower revenue. 
· Very high running costs due to animal feed, vet bills, general overheads etc. 
· Folly Farm is situated in an area where they are several competitors in the form of other tourist attractions for example ‘Heatherton World of Activities’ and ‘Manor Wildlife Park’ and ‘The Dinosaur Park Tenby’. 
IMPACT ON HR
The seasonality of the business can present recruitment challenges as more staff are required during peak times such as school holidays, this can often mean it is challenging to retain staff as most employees will want a steady stream of income and regular hours. This makes recruitment unpredictable and often ongoing in large bursts where several vacancies need to be filled at once and in a short time frame. 
	· Continued impact of covid-19 on zoos including Folly Farm, with reference to the lack of government funding and support and the effects this has on conservation work which contributes to zoo licensing criteria and this must be met to uphold certain status for the zoo and business as a whole, (McCann 2020). 
· Although full risk assessments are carried out and strict policies are in place, Due to the nature of the attraction, the risk of potential injuries to visitors can be high for example on fairground rides which can be detrimental to brand image and visitor numbers. 
· Animal welfare groups and ‘anti zoo’ groups can organize protests on occasion which creates negative press for zoos in general including Folly Farm. 
IMPACT ON HR
Covid-19 has had a vast impact, particularly as there have been park closures during some of the high season windows where the most revenue would have been generated, this has meant balancing ongoing overheads and animal care costs while having no income from visitors. As a result of this there have had to be budget cuts elsewhere for example recruitment. 
Strong training systems must be implemented by HR to ensure all staff are aware of the importance of following procedures to minimize risk, this also needs to be regularly communicated to line mangers. 
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	POLITICAL
	· Brexit, now we are no longer in the European Union there are different regulations for animal records and new legislation and systems in place for zookeepers at Folly Farm to follow. 
· Shrinking economy due to political decisions to lockdown the UK in light of the coronavirus pandemic, economy 9% smaller than this time last year, (BBC 2021). 
· Potential for business rates and tax to rise which could mean budgets at Folly Farm need to be cut elsewhere to balance this. 
HR IMPACTS
Reduced budgets in some areas to counteract the loss of trade in the last 12months and the potential for taxation to rise. 
Costly training courses for staff in the zoo team to ensure they were up to date with Brexit impacts on animal record upkeep. 

	ECONOMIC
	· Minimum wage increases due in April 2021. 
· Introduction of furlough in 2020 which had not been seen by the company before, following on from this the use of flexible furlough and part-time working for staff.
· Income tax is expected to rise in 2021 to help re-pay debt cause by covid-19, this potentially means individuals have less disposable income to spend on days out, (Shipman 2021). 
· Unemployment rates are rising due to the effects of the pandemic. 
HR IMPACTS
Furlough presents challenges for the HR and payroll teams as it has increased workload, Staff being furloughed can also result in higher resignation rates as work is found elsewhere for 100% of wages rather than 80% on the coronavirus job retention scheme. 
Income tax rising could lead to less disposable income form families and fewer visitors to tourist attractions meaning revenue is down. Unemployment rates rising could be beneficial in terms of recruitment drives as there is a larger pool of potential candidates in the area.  

	SOCIAL
	· Aging demographic, Folly Farm based in Pembrokeshire which has a large percentage of retirees. 
· ‘Me too’ movement and Black Lives Matter have highlighted issues relating to sexual harassment and discrimination. Greedy (2020) discusses that this has helped remove the taboo and discussions surrounding sexual harassment have increased, with more people coming forward and reporting issues. 
· Safety relating to the ongoing covid-19 pandemic, UK is now adopting a mask wearing culture and people’s attitudes have altered and visitors now expect hand sanitizer etc. to be provided. Also, duty of care to keep staff safe. 
· Career attitudes, more focus on work life balance and flexible working requests.
HR IMPACTS
Aging demographic can bring opportunities for recruitment as retirees tend to be more suited to seasonal positions and are less motivated by financial gain and enjoy the social element of a job, thus being content only working a few months of the year. 
HR should use the ‘MeeToo’ movement to ensure all its policies relating to sexual harassment in the workplace are up to date and also be prepared that more employees may come forward or bring issues to the attention of the HR department. 
Safety regulations relating to covid-19 mean that HR need to ensure correct training is provided to all staff and adequate PPE is provided, with work areas adapted to ensure social distancing. 

	TECHNOLOGICAL
	· New technologies such as artificial intelligence and automation can make for efficiencies in certain departments for example software systems which could streamline administration at Folly Farm. Automation can free up employees from repetitive admin tasks and allow them to focus on strategy, (CIPD 2019). 
· The development of social media apps for staff communication. 
HR IMPACTS
Artificial intelligence/Automation can be more efficient and help with transactional elements and generate data sets which can aid decision making, (Reilly 2018) however, there are high costs associated with new technology and the costs would outweigh the benefits for a small family-owned business such as Folly Farm. 
HR need to communicate clear social media policies to all staff and ensure any breaches are dealt with accordingly due to legal and staff welfare reasons. 

	LEGAL
	· Laws relating to lockdown have meant long periods of closure which are still on going and a large loss of trade during peak school holiday seasons has resulted in loss of revenue. 
· Employment laws which must be adhered to, for example updates now the UK is no longer in the EU, redundancy and national living wage which now applies to those aged 23+years, (Xpert HR 2020). 
HR IMPACTS
New legislation related to national living wage brings a large amount of administration as the age has been lowered from 25 to 23 and records and pay rates will need to be updated, this also brings an additional cost to the business in the form of higher wages. 
The current climate has resulted in some job roles being considered for redundancy and there are strict procedures to follow to ensure a fair process. 

	ENVIRONMENTAL
	· Consumers are more aware than ever of their impact on the environment and have expectations in terms of locally sourced produce, use of plastic, and ecofriendly items in the gift shop. 
· Organisation must have an environmental policy and comply with certain waste disposal regulations for example. 
HR IMPACTS
HR need to communicate the organisations environmental policy during onboarding and help drive this at all levels throughout the business. 
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Folly Farm Leisure Ltd is a seasonal, tourist attraction located in Pembrokeshire, South Wales. The main season runs from February to October and throughout this period there is an average of 3500 visitors per day. To create a strong organizational strategy, it is important to assess the environment a business operates in and identify external factors that may impact the strategy. There are several tools to do this including PESTLE which considers the political, Economic, Social, Technological, Legal and Environmental factors and SWOT which looks at an organisations Strengths which are things it does well, weaknesses which are areas that could be improved upon, opportunities which are areas for growth and threats which make it vulnerable. CIPD (2020) discusses that a PESTLE can help the HR function develop its strategy for example the employment environment and how this may change. A SWOT analysis can aid in translating the findings from a PESTLE into impacts on a specific business, (Gray 2016) in this case Folly Farm. 

After carrying out a PESTLE and SWOT analysis on Folly Farm, it is clear there are certain areas that affect the business more than others. The PESTLE highlights the biggest impacts for HR and Folly Farm come from economic and social factors. The economic effects of the Covid-19 pandemic have created an uncertain environment and the challenges from furlough have had a costly impact on the business. HR have had to adapt to a never been used before system when processing furlough payments and adapt to new challenges as furloughed employees sought employment elsewhere creating skill gaps that need to be recruited for whilst having smaller budgets due to the loss of revenue for the organisation, this really highlights how HR strategy needs to be linked to that of the business. From a social perspective, the current climate means families may not have as much disposable income to be spending on days out meaning visitor numbers are unpredictable which creates further staffing challenges. The main HR impacts identified are the effect on recruitment which can be challenging given the seasonality of the business at the best of times. Additional staff are required to ensure visitors are following rules and enhanced cleaning is being carried out balancing this with capped visitor numbers to comply with social distancing can be costly and HR has had to adapt quickly and respond to staffing levels. 

However, there are positives from the PESTLE analysis which identifies a social factor in the form of an aging population, especially in Pembrokeshire which is a popular area for retirement. This identifies a new pool for recruitment and retirees are often well suited to the seasonality of the business as they are less concerned with earning money and want to work as a social activity thus not minding only working for a few months of the year. The SWOT analysis also identifies some positive areas with stay cations set to be popular considering travel restrictions, there is the potential for a busy season as people holiday locally and enjoy day trips, this could bring in high revenue and recover the losses associated with the pandemic. 
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