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Executive Summary
An environmental analysis of Blackhills Caravan Sales Limited was carried out to determine recommendations for future HR strategy of the organisation in the short term using the following tools:
i.  PESTLE Analysis
ii. SWOT Analysis
Both analyses were carried out by the author of the report solely and therefore limitations are present because of bias rather than a broad scope of opinion from the breadth of directors and employees of the organisation.  Therefore the report offers a subjective view towards recommendations for HR strategy for the future of the organisation.
The major factors for Blackhills as an organisation to consider for the short term future were found to be:
1. Technological database systems to be put in place in regard to customer details to assist both customer services in procedures and processes as well as data protection and primarily sales growth and expansion using the database to assist in strategic marketing and customer relations.
2. Training primarily in the area of the Sales and Marketing personnel in order to effectively maximise sales leads, promotional targeting and social media.
3. General HR matters such as job role clarification as a priority. Added to this, how to add value to personnel by means of appraisals, meetings and “employee voice”.




















Introduction
This report is in regard the organisation of Blackhills Caravan Sales Limited (Blackhills).  Incorporated on August 8 2007, it is an organisation that falls within the leisure and tourism sector.  Blackhills has 8 full time staff and numerous contracted in roles that perform duties such as cleaning, siting of caravans and the marketing, website and social media functions.  It is a limited company with a non specialised wholesale trade. (Companies House, www.gov.uk)
The purpose of this report is to:
1. Analyse the Strengths, weaknesses, opportunities and threats in regard to Blackhills. (Appendix iii)
2. Analyse element of the business environment of Blackhills namely; Political factors, Economic factors, Social factors, Technological factors, Legal factors and Environmental factors. (Appendix iii)
3. Make realistic recommendations from a HR perspective toward business strategy. (Page 10)
An environmental analysis using the two chosen tools of SWOT and PESTLE is beneficial to this organisation in that it analyses the internal current processes and procedures of the organisation as well as analyzing the external factors which are currently impacting on the organisation and the leisure and tourism industry as a sector.  This gives valuable insight to the organisation to expand and celebrate the strengths but also to address weaknesses as well as external impactful factors specifically with realistic strategic recommendations.  Without carrying out such analyses, the organisation is blind to impacting factors which can result in fire-fighting situations arising as well as not maximising productivity and profit.  There can be serious implications in the habit of fire-fighting and such examples might be legal consequences or financial loss. (Farnham, 2015).
Questions arise in regard to whether Blackhhills has a placid or static environment.  There is a culture in place that it is reasonable to suppose that the future will be a construction of what has happened in the past.  “We do things the old school way” is a phrase that is frequently used when reasonable suggestions have been made for example from Business Wales and manufacturers who suggested a SWOT analysis some time ago.  The danger in this culture is that some key environmental changes might go by unnoticed or certainly unaddressed in the business strategy.  (Stredwick, 2010)
HR best practice recommendations are considered the focal point of this report because they will provide realistic aims toward the future of the business strategy of Blackhills.  It is considered that Farnham’s three main elements of best practice provide a framework for these recommendations.  The 3 elements are: Enhancing employee capabilities, knowledge and skills including effective recruitment and selection as well as thorough training that fits with business strategy, motivating desired behaviours through specific and meaningful incentives and opening opportunities for better trained and more effective employees to contribute ideas, job design as well as other indirect forms of employee participation. (Farnham, 2015)
The Harvard Model introduced by Beer et al (1985) proposed that HR policy can be best fit policy by connecting to stakeholder interests and situational or environmental factors impacting on them.  When this is carried out thoroughly,  “the 4 C’s” of commitment, competence, congruence and cost effectiveness are outcomes.  There are implications here to organisational effectiveness, long term strategy, individual well being and societal well being.
Guest (2001) expands on the Harvard Model and defines outcomes as competence, commitment, motivation and effective job design which produces good employee behaviour which impacts on absence and quit rates as well as decreased wastage in the work place.
Mac Duffie (1995) warns that best practice might only work in situations where labour supply is plentiful and where training is relatively short.  Goddard (2004) claims that the champions of “best practice” can over-estimate the benefits and under-estimate the costs.

















Methodology
Tools used for the environmental analysis of Blackhills Caravan Sales Limited were:
SWOT Analysis
The SWOT analysis for Blackhills Caravan Sales can be found in appendix (i)
Rationale: SWOT analysis can be considered to be a tool that offers a wide starter to thinking about internal and external aspect of the business. (Stredwick, 2015)
Advantages include that it is a simple to understand tool and that it is easy to use.
Limitations include that it can be too subjective when used by one person and that when not used properly it can be too broad to take any actions from.
With these advantages and limitations in mind it is recommended to use the tool within a focus group which might include customers, suppliers, manufacturers as well as management and employees.  Also to identify what opportunities and threats are priority and establish why they are a priority.  Finally, to be specific as to what is a strength and what is a weakness.  It is not recommended to put the same thing against two categories. (Stredwick, 2015)

PESTLE Analysis:
The PESTLE analysis can be found in Appendix (ii)
Rationale: According to the CIPD factsheet on PESTLE analysis, it is one of the most effective frameworks available to help organisations understand the “big picture” and external environment in which an organisation operates.  Advantages include: It is simple to use, it facilitates an understanding to the organisation of the broader environment, it encourages development of external and strategic thinking, it anticipates future business threats and helps the organisation to take action and it spots business opportunities. (www.cipd.co.uk).  In regard to limitations, these might include that data obtained can be oversimplified, it holds the risk of capturing too much data which could lead to it being ineffectual, the process needs to be done on regular bases in order for it to be effective, the costs of identified changes needing to be made can make it difficult to prioritorise and that data used might be based on assumptions.  With these advantages and disadvantages in mind it is necessary to collaborate data collection, utilise any expertise that is already available to the organisation, as in the Delphin method, use PESTLE in conjunction with SWOT analysis, Porters 5 forces, competitor analysis or scenario planning  (Palmer & Hartley, 2010). To consult expert opinion in regard to forecasting the economic and industry specific variables. (Palmer & Hartley, 2012).  Porters 5 forces was not used in this instance as a simple SWOT analysis was considered substantial to initiate a process of assessment for the business.  It would be recommended to use Porters 5 forces in the next quarter as it would specifically consider the competition that the business will need to keep in mind when planning a developmental strategy. PESTLE should be viewed as an ongoing process as well as multiple views should be considered so that subjectivity is limited.  Data collected should be simple in order to avoid being too information heavy with little realistic recommendations to be identified.

























Main Findings
A more expansive view of both SWOT and PESTLE analyses can be found in Appendix (iii)
It was found that customer service is something that is considered excellent in Blackhills from feedback from many customers and manufacturers also. In regard to weaknesses, it was found that there are questions around use of technology and whether it is fit for purpose in regard to sales promotion.  Strategy regarding this aspect is on a “when it happens” basis.  For example when the Autumn show is about to happen, the sales manager start around two weeks before rushing to get everyone moving to prepare for it which adds stress to everyone within the organisation.  Also environmental influencing factors for example, Social Trends are not utilised in the planning of promotional and marketing strategy. (Jones, Bergman & Ulusoy, 2015; Shuldt & Totten, 2015).
Use of an appropriate database has been found to be a matter of priority amongst staff so that all customer details are kept confidential and protected.  This database could be utilised by Sales also using the details such as age of caravans to reach out to potential new sales prospects.
 Decision making has been found to be a weakness.  They are made sometimes without appropriate communication to employees which leaves them feeling undervalued and unsafe in their future employment.  Also decisions are made in an “ad-hoc” style that fire-fights priorities for that day/ week.  Strategy is not in place in regard to role specific duties in line with what the organisation is trying to accomplish that month for example. See Staff Satisfaction Survey.  Appendix 3.
Utilisation of talent has been found to be a weakness. Roles are not clearly defined, leaving it too muddy for responsibility to be taken for specific tasks as well as demonstration implicitly a disregard for investment in people which is the reverse to what the directors wish to do.  See Staff Satisfaction Survey.  Appendix 3.
The following opportunities were found to be priorities for action: Social trends towards community and outdoors (Twist, 2017), Brexit impacting on more value for money holidaying in UK and Brexit impacting on increase in immediate and potential foreign investors (Tucker, 2016) as well as effect of threat of terrorism on UK holiday makers. (Ahmed, 2017).
The following points were found to be missing and leave Blackhills open threat of legal action: The absence of explicit Data Protection procedures. (eugdpr.org, 2016). Procedures throughout the organisation need to be established with the express motive of informing customers of what the organisation is using customer details for and how long they will be kept with permission.  Failure to do so could result in fines and legal action, as well as perhaps not surviving as a business by failing to react effectively to the changing environment.  The possibility that competitors of the organisation are becoming armed with technology, social media marketing strategies and GDPR compliance means that in order to survive, the organisation must embrace change and not sink into “active inertia”; using the same business practice as of old because it has worked in the past.  (Sull, 1999).  Examples of businesses that have not survived for this reason are:  Firestone, Laura Ashley, ToysRus.
Conclusions
A comprehensive overview of the findings can be found in appendix (iii).  
(a) Logical conclusions include: Insight regarding political factors primarily regarding Brexit need to be analysed regularly through current affairs and media coverage as well as industry specific expertise from manufacturers and included in business strategy. Regarding economic factors, they impact the organisation and therefore need to be analysed also and included in the business strategy. Insight and research into industry specific changing social trends need to be researched regularly and included in the marketing and PR strategy. Fit for purpose technology needs to be integrated and effectively articulated by all staff members. High priority legal factors specifically data protection needs to be addressed to minimise threat to the organisation. Job descriptions require definition to avoid duplication of work and ensure that business strategy is covered.


(b) Recommendations derived from conclusions:

 Job roles within the organisation need to be clearly defined through explicit job descriptions and task allocation. The organisation would benefit by collaborating with the talents and expertise of the individuals employed within the organisation.  Training should be implemented in regard to: Using technology effectively, marketing and PR activities and in- house training in regard to utilising CRM Database system to carry out specific tasks.  Namely customer details, caravan location, dates of sale and notes on actions taken.











Recommendations
Refer to (b) in Conclusions section (page 9)
1.  Job Roles clearly defined.
It is considered necessary for Blackhills to clearly define the roles and tasks expected from each individual within the organisation to a higher degree than what is taking place at the moment.  Berdicchia et al (2016) conceptualise an interesting perspective in regard to facilitating ways which allow employees to be proactive in creating their jobs which helps to increase social and structural resources within the organisation.  The advantages of this kind of HR practice is that it promotes a collaborative culture where employees are more likely to be motivated and invested as their self competence is likely to increase.  It also reduces time and cost associated with traditional job crafting methods. Charan et al (2015) highlight the importance of this concept when they refer to the CHRO “working to unleash the organizational energy”. This style would suit the flexibility that is part of the identity of Blackhills as a small family run business but more communication about where directors and employees see their roles benefitting the organisation would enhance performance and productivity.
2. Drawing on the expertise of existing employees
Mission and vision of the organisation are thought to be a key and that a primary method of ensuring these factors is through management encouraging the collaboration and participation of every employee to enhance the overall mission of a family run business who cares.   Practical methods to do this might involve quarterly meetings where discussion takes place on what is going right, how to make things work better, an acknowledgement of opinion and value as well as community within the workplace.  (Levine, 2004).  Kane & Lajami (2017) also recommend a collaboration involving agility and skills sharing.  Couzins (2016) highlights the importance of a discourse with individuals that identifies needs and how to address those needs toward development.  

3.  Training
(i & iii) Technology use effective
Roman & Rodriquez (2015) stress the appropriate use of sales technology because it helps sales people to understand and address their customers’ needs and behaviours whilst measuring the efficacy of actual sales procedures.  However this is with adequate training and a solid understanding.
An appropriate sales and customer services application will also ensure that there is compliance with the GDPR directives coming into force in May 2018. (CIPD factsheet 2018).  The cost of the CRM Database at £30 per month for 8 users and 2 remote users.  The provider; “Catalyst” will spend 5 days in house training staff how to use the system effectively.  The start- up fee is £430.00.

Marketing and PR Activities
Expanding value chain throughout an organisation incorporated new sources of value which adds to branding, community relation, reputation, good will in addition to profit margin according to McPhee & Weaver (2006).  Opportunities specific to the tourism industry; Blackhills being a part of are: (i) Threat of terrorism which means that more people are holidaying in the UK (Ahmed, 2017) and (ii) as Tucker (2016) highlights, Brexit has impacted on the value of the GBP and therefore there is more opportunity for UK tourism and foreign investment into the industry.
Morgan (2017) stresses that organisations must provide employees with the skills they need rather than simply plugging them into job roles and then expecting growth.  Training specifically for Social Media Marketing is charged at £179 for a full day’s training in Cardiff with Marketing Tom Media.

Palmer & Hartley, 2012 discuss the idea of scenario planning and encouraging organisations to engage in it in order envision where they would like growth to take place in order to take the necessary steps to consulting with other businesses and experts to explore viability.  For example, within the specific business of Blackhills, strategy for sales promotion might be different in different geographical areas such as the difference culturally between Gower and Pembrokeshire to Carmarthenshire; community events may have a different focus and questions need to be asked about where public relations need to be invested in for the benefit of the community as well as for employee engagement and profits. (Beer, 1985). 
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Appendix
1. SWOT Analysis

1.1 - Strengths
It was found that customer service is something that is considered excellent in Blackhills Caravan Sales Limited from feedback from many customers and manufacturers also.
1.2 - Weaknesses

(a) It was found that there are questions around use of technology and whether it is fit for purpose in regard to sales promotion.  Strategy regarding this aspect is on a “when it happens” basis.  For example when the Autumn show is about to happen, the sales manager start around 2 weeks before rushing to get everyone moving to prepare for it which adds stress to everyone within the organisation.  Also environmental influencing factors are not utilised in the planning of promotional and marketing strategy.
Use of an appropriate database has been found to be a matter of priority amongst staff so that all customer details are kept confidential and protected.  This database could be utilised by Sales also using the details such as age of caravans to reach out to customers.
(b)  Decision making - Decisions are made sometimes without appropriate communication to employees which leaves them feeling undervalued and unsafe in their future employment.  Also decisions are made in an “ad-hoc” style that firefights priorities for that day/ week.  Strategy is not in place.

(c) Utilisation of talent - Roles are not clearly defined laving it too muddy for responsibility to be taken for specific tasks as well as demonstration implicitly a disregard for investment in people which is the reverse to what the directors wish to do.

(d) Legal Aspects - There are no written contracts for employees.

(e) Social Trends - Trends are not strategically identified and not utilised to the promotion and marketing of the business.



1.3 Opportunities

The following opportunities were found to be priorities for action:

(a)  Social trends towards community and outdoors
(b) Brexit impacting on more value for money holidaying in UK
(c) Brexit impacting on increase in immediate and potential foreign investors

1.4 Threats

The following points were found to be missing and leave Blackhills open threat of legal action:

Data Protection

2.  Pestle Analysis

2.1 - Political Factors

(a) Brexit has had an impact over the value of GBP.  More value for the UK tourism and foreign investors.  (Tucker, 2016) High importance to organisation.
(b) Terrorism threats have affected tourism.  More people are holidaying in the UK due to ease. (Ahmed, 2017) High importance to organisation

2.2 - Economic Factors

Consumer spending habits have changed.  More money spent on UK holidays.  (Twist, 2017)  High importance to organisation

2.3 - Social Factors

(a) Trends toward outdoor leisure activities, glamping, educating children in outdoors/nature.  (Twist, 2017) (The Telegraph, 2017)  High importance to organisation.
(b) Trends in buying caravans as second homes from city professionals to the escape to the country.  (Twist, 2017)  High importance to organisation.
(c) Community, local produce trends lend opportunities for promotional activities. (Twist, 2017)  Medium importance to organisation.



2.4 - Technology Factors

(a)  Questions about technology being fit for purpose and also are staff trained adequately.  (Kane & Lajami, 2017) (Roman & Rodriguez, 2015)(Rodriguez, Reina & Rufin (2015)
(b) Questions about appeal of online presence (Schuldt & Totten, 2015)
(c) Website use friendliness. Mobile friendly.(Dobile, Steel & Cooper, 2015)
(d) Data Storage - protection and confidentiality
All of these factors are considered high importance to the organisation

2.5 Legal Factors

(a)  Wage rates and national minimum wage increase annually - Medium importance to organisation
(b)  Contracts for each worker - High importance to organisation
(c) Health & Safety - High importance to organisation

2.6 - Environmental Factors

(a)  Customer relations in regard to environment promotion - a tool in addition for marketing (Fulmer, 2016) (PR Newswire, 2016) (Griffin & Hauser, 1993) Medium importance to organisation


3.  Employee Satisfaction Survey (6 employees answered survey)

1.  Do you enjoy the Company’s culture?   	3 Yes 	3 No
2. Do you find your work meaningful?	4 Yes 	2 No
3. Does your company offer adequate opportunities for promotions and career development?  1 Yes  5 No
4. Do you feel valued for your contributions?   2 Yes	4 No
5. Does the company give you the tools and technologies you need to do your job well?  1 Yes	5 No
6. Do your superiors communicate company news effectively and in a timely manner? 0 Yes   6 No
7. Do you feel as if your job responsibilities are clearly defined?  2 Yes    4 No
8. Do you think that work is distributed evenly across your team?   3 Yes   3 No
9. Do you feel connected to your co-workers?  4 Yes  2  No
10. Do you feel that your job utilises your skills and abilities?  2 Yes  4 No
11. Does management feel invested in the success of the team?  4  Yes  2 No
12. Do your managers value your feedback?  3  Yes   3  No
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