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The Business Context of HR

The purpose of the HR function is  “to support the delivery of the organisation’s strategy and objectives through the effective management of people and performance” (Wilkinson and Taylor,2016) which means that no two functions are likely to operate in the same way as HR will be influenced by the many factors that determine the very nature of the business. 
These factors can be explored in greater detail by comparing two different companies and the impact these have on the HR function. 
The first organisation to be reviewed is Thames Valley Police which is a large public sector organisation that employs a total of 7900 officers and staff.  It has a hierarchical structure which is typical of the public sector and is managed by the Chief Constable, assisted by a Chief Officer Team.  The Chief Constable is overseen by the Police and Crime Commissioner who provides assurance that the Force is being managed appropriately.  Each of the Chief Officers has a portfolio which they have responsibility for and is illustrated in the organisational chart below:
[image: ](Thames Valley Police,2020)

The purpose of Thames Valley Police is to safeguard the community from harm with strategic objectives that are designed to meet purpose and which are delivered through a strategic plan that is reviewed annually. 
The key strategic objectives are:
· Reduce crime and incidents through problem solving
· Bring more offenders to justice
· Protect the vulnerable
· Increase the satisfaction of the victims
· Value our workforce
· Spend our resources wisely
· Implement effective digital developments

This organisation is different to many other public sector organisations as it is made up of staff and officers, similar to the armed forces.  Officers are not employees but servants of the Crown and subject to police regulations.  As with the majority of the public sector bodies, the police service is a largely bureaucratic model. 
The culture within the organisation is one based on trust and the Code of Ethics runs as a golden thread through everything that is done within the service as it’s important that the communities have faith in the organisation not only to uphold the law but to act within it in an ethical way. There is a high degree of comradery within the organisation given the environment in which officers operate and the challenges they face on a daily basis as they rely heavily on their colleagues for protection and support in often dangerous situations. 
The HR structure within this force is one following Ulrich’s ‘3 Legged Stool’ Model due to the size and locality of the organisation which extends across the 3 counties of Berkshire, Buckinghamshire and Oxfordshire, with its headquarters just outside of Oxford. Each county has a team of HR Business Partners who are aligned to major police areas and specialist departments with specialist teams and shared services based within headquarters.  
Although the force does have a vetting team, much of the vetting is outsourced due to demand.  Despite this, vetting was raised as an issue within the last inspection report by HMICFRS who were concerned over the backlog in vetting staff as “too many of its staff do not have up-to-date vetting in place” (HMICFRS, 2018/19). This demonstrates the difficulties when outsourcing part of the HR function as an element of control can be lost. 
The report also noted that the force needs to improve the way in which it investigates crime with more training and better supervision.  However, the force has been assessed as good for the extent to which Thames Valley Police treats the public and its workforce legitimately (HMICFRS, 2018/19) although further improvement is still possible as the force will want to achieve the highest grade of ‘Outstanding’.
The actions within the Strategic Plan (Thames Valley Police,2020) specifically addresses some of these issues under the strategic objective of ‘Value our workforce’ as follows:
· Retention, recruitment, development and wellbeing of all officers and staff
· Recruit to and maintain our establishment in 2020/21, including the Government’s Uplift
· Reduce the attrition rate of frontline officers, Contact Management staff and PCSOs leaving the force
· Increase detectives to establishment levels
· In support of becoming representative of our communities, increase the number of new officer intakes from BAME backgrounds
· Increase representation of women in senior roles, Chief inspector and above
· Improving the quality of supervision
· Improve Durham and force survey outcomes in relation to satisfaction with supervision and management
· Increase the number of investigation supervisory reviews done to a good standard
· Reduce overall sickness levels for officers / staff
· CID and ICR officer caseloads to be consistently within manageable margins
· Improve the outcome rate for offences involving an assault of an officer
· Deliver force-led wellbeing initiatives
· Delivering training in priority areas to address knowledge, skill and capability gaps
· Professional standards, ethics and integrity

These actions directly relate to HR, however, HR will also contribute to the other strategic objectives in the HR business partnering role.  
In comparison, Amazon is the largest online retailer employing over 647.000 people worldwide and again is hierarchical in structure having developed in this way due to the size of the business.  Despite its size, it remains very flexible as it needs to adapt to a rapidly changing environment, an environment it leads by being highly competitive in the online marketplace. 
This is not typical of a hierarchical organisation as it benefits from the stability of the senior management team who has been with the company for a long period of time and is driven by the founder and CEO of Amazon, Jeff Bezos who is supported by an established executive team. This is illustrated in the organisational chart below:    
[image: Amazon Organizational Structure]
(John Dudovskiy,2020)
The organisational structure comprises of many small teams that deal with different aspects of the company which extends worldwide.   This includes the HR function that, like Thames Valley Police, follows the Ulrich model which meets the need of this very diverse company and the cultures that it encompasses across the various countries.  The Head of HR reports directly to Jeff Bezos.  
According to the Amazon UK website, the vision of the company is to be “the earth’s most customer centric company” and it intends to do this by continually raising “the bar of the customer experience by using the internet and technology to help consumers find, discover and buy anything and empower businesses and content creators to maximise their success”.
The 4 main principles of the company are:
· Customer obsession (not competitor focus).
· Operational excellence.
· Passion for invention.
· Long-term thinking

According to McCracken (2019) the Head of HR, Beth Geletti, sees her role to “make it easier for employees to do meaningful work and remove the barriers, fix defects and enable self-service” whilst immersing herself in the core values set by Bezas in 1998, these being:
· Customer obsession
· Frugality
· Bias for action
· Ownership
· High-bar for talent

Technology is very much seen as the enabler for progress and this includes HR.  HR technology has seen significant investment as manual processes and transactions are not viable in a fast-paced environment. One product developed, ‘Connections’, asks every employee a work-based question each morning to achieve real-time feedback which can be used to improve the way in which the company is managed throughout the year as opposed to waiting for the annual staff survey. 
The performance review system is built on the premise that what makes people successful within Amazon is the strengths not the weaknesses and focuses on their individual drive to succeed and self-actualization (Maslow, 1943).  According to reports, Amazon is a tough place to work and clearly, although the focus is on the customer, it appears little focus is placed upon the employees of the company. Workers are encouraged to work long hours and instead of ‘hitting the wall’ to climb it instead.  Emails often received after midnight are followed up with texts asking why there’s been no response (Kantor and Streitfeld, 2015). 
The people management of the business has regularly come under significant criticism, and the ethics of the company challenged (pay and conditions, tax evasion etc). This has recently been highlighted again during the pandemic and the treatment of staff within the warehouses who are typically on the minimum wage.  Amazon has a 3 point system to attendance whereby a member of staff will be exited or ‘released’ from the company if they have 3 periods of absence in 3 months.  The expectations of staff from the company are great and warehouse staff are expected to work long hours (typically 10.5 hour shifts) averaging 15 miles of walking a day (Cadwalladr,2013) whilst working at speed.  It is not surprising that sickness or injury could be an issue when working on these terms, particularly when warehouse staff were reportedly not provided the necessary protections against Covid-19 – sanitizer not readily available, disposable masks not changed, employees expected to stand to eat their lunch as tables had been removed, problems with the aircon where staff were expected to work in 30⁰ temperature, yet pickers were still expected to meet their target of 360 items per hour (Harris,2020).  Unsurprisingly, employees working at Amazon are less satisfied with their jobs than other internet companies (eg. Google, Microsoft, Apple) according to a report written by Kansas University (Matthews et al,2018) and are paid significantly less.  Google, Microsoft, and Apple are now on the front lines of HR innovation mainly because securing specialised staff is critical for their business (Capelli, 2015).  In comparision, staff at Amazon have little job security for the first 2 years of employment and receive poor support during periods of personal crisis (cancer, miscarriage etc).
Although Amazon does implement effective SHRM practices and has established its brand as an innovative and efficient company with some employees doing well within the set culture and a reward package that attracts and retains the talent within the industry, the performance management is too harsh, pushing employees to achieve excessively high results which can lead to burn out with little regard to work-life balance.
This leads to a high turnover of staff and despite reducing its costs in terms of the recruitment process, still results in organisational damage. Perhaps switching from performance-focused to people-focused might secure Amazon’s future as although it may be ‘customer-centric’, company ethics is becoming more of a key factor in the customers’ decision-making. 
As can be seen in the two examples given, the type of business and the purpose determines how the HR function needs to operate in terms of its structure and the culture embedded. As a public organisation, the police are not working for profit, unlike Amazon, but need to gain trust from their communities and be accountable to them for the way in which public funds are spent.  Ethics is of utmost importance and transparency is required at all levels of the organisation.  
Amazon is a market leader that provides an excellent service to its customers, both private and business, with a culture focused on performance.  The HR function therefore focuses on recruiting the right candidates for the positions but accepts that not all will fit within the culture of the organisation and that turnover will inevitably be impacted.  To counteract this, HR have concentrated on making the recruitment process cost effective, thus reducing the costs of turnover as much as possible.  
Due to the organisational structure, which in Thames Valley Police’s case covers 3 counties and Amazon’s that is worldwide, the traditional HR model would not fit as the expertise would not be available where and when needed. 
Lawlor (2016)  states that “Positioning the HR function and talent management to contribute to the overall effectiveness and financial performance of the organization is the best way the HR function can add value to corporations”.  Business partnering has been shown to be an effective way for HR to make a positive contribution to the organisation as the HR professional is able to work closely with the managers in a coaching/mentoring type of relationship, identifying and problem-solving issues together and sharing this experience with others within the organisation to establish ‘best practice’.  In the Ulrich’s model, specialist support would be available to assist when specialist input is required.  Business partnering also allows the HR professional to be involved in all aspects of change within the business area. 
The role of the HR function in formulating organisational strategy is to ensure that the ‘people’ element of the organisation is captured so that it meets purpose, whether that’s the staff, customers, managers, or shareholders of the business.  It is important that managers recognise that HR is the people discipline in order that they can work together in partnership to achieve full benefit for the organisation as highlighted by Taylor & Woodhams (2016,p.26) and if HR focus on the external factors such as risk and compliance then even greater impact can be made on the overall performance of the organisation (Deloittes,2006)
Once the strategy is formulated then a delivery plan is created to illustrate how and by whom each part of the delivery plan is to be delivered. Inevitably, this should result in the creation of a HR strategy which is aligned thus helping to deliver the organisational strategy.  
To support the HR strategy, a departmental plan is created to detail the actions required and policies will be written and regularly updated according to internal/external influences ie change in legislation, process, etc.  Together, the strategies and plans set out how the organisation will operate and provides the consistency needed across the organisation.
Activity 2

When creating strategy due regard needs to be given to both internal and external factors for any organisation to be successful due to the impact they are likely to have as to understand the variety and characteristics of the external environment and its forces are relevant to the formulation of policy and decision-making (Morden,1993). Traditionally, HR has been seen as a purely administrative function and has not been given credit for the contribution it can make to an organisation’s success, particularly if by taking a proactive role it is able to affect the business critical factors such as staff turnover, engagement and performance. Given that human capital is the most important part of an organisation (Phillips and Phillips, 2014) it is vital that HR’s role and influence changes relative to the environment. 
In order to demonstrate this, an analysis has been undertaken of Dyfed Powys Police which identifies the internal and external factors that should be considered within its strategy and illustrates how these impact the HR function.  To undertake the analysis, the business tools of PESTLE and SWOT have been used which makes the following conclusion.
As a public sector body, the most influential factor is the government and with the local elections looming the outcome will determine the strategy of the organisation.  Brexit, the Police and Crime Commissioners elections and the pandemic also have a major impact on the organisation as a whole and influence many of the factors considered within the PESTELO analysis.
Currently the HR function does not have a HR strategy but this is being developed upon the arrival of the new Head of HR.  Given the impact of the pandemic, it is likely that savings will need to be made and HR has a role to play in this by ensuring that all of the policies amended or rewritten due to the impact of Brexit lead to processes being reviewed to ensure efficiency.   The pandemic has forced the organisation to review the way in which it trains its staff which has led to focus being placed on developing more online packages and moving existing training to distance learning wherever possible.  This is expected to continue along with more flexible working practices and potentially the review of the organisation’s property portfolio which is expected to reduce in the future as more staff will be able to work remotely.  This is more likely given that millennials account for a large percentage of the workforce and who expect a greater work-life balance with the option of working from home and the opportunity of flexible working (Finn and Donovan 2013; Deloitte 2018).
The demographics of the working population is changing with staff and officers being expected to work for longer and with millennials requiring different training needs. Social media and the increase in online scams will require new training packages to ensure staff and officers possess the skills needed to provide effective investigation and to communicate effectively with the communities within their policing area.   
Social unrest is increasing and there is a lack of trust for those in authority which has been demonstrated by breaches to lockdown rules and challenges to the democratic process involved in Brexit.  Ethical policing can help build trust especially as ethical practice is becoming ever more important with this recently being added to the PESTEL tool to become PESTELE.   The increase in social unrest and population (permanent and tourism) impacts on the demand placed upon the police service and is likely to impact on the resources available to respond, particularly as an aging workforce will require careful management to ensure workforce planning is effective. 















 
 
PESTLE AnalysisImpact on HR
Supporting organisation in adapting to change, providing relevant training, reviewing strategy/policy stratepolicy/process

Change in PCC
Change of manifesto would affect direction, priorities, measures, budget allocation

Brexit
 Change in British Laws to accommodate exit of EU, Scottish and Welsh independence

Political
Local Elections
Change of political party could see a change of direction for the police service – different priorities/crime policy/funding




Social Media
Growing importance/strength, capability/platforms, advances in mobile tech, freedom of speech, knowledge

Impact on HR
Develop IT capability in support & use, tech savvy workforce, integrated HR systems, increase efficiency, regs

Impact on HR
 Review policies/strategy, ensure compliance, updating processes, review training req’ts,

Employment Legislation
  Changes to employment laws, best practice, employment tribunals, case studies, 

College of Policing
  Changes to Stop & Search, human trafficking, drug classification, use of force, human rights

Impact on HR
Ensure ethics incorporated in all policies, contribute to reduction in carbon footprint, competitive recruitment
Impact on HR
 Aging workforce, increase sickness, restricted duties, millennials, lack of resources, workforce planning issues

Social Unrest
 Resistance to Law & Order (pandemic) Extinction Rebellion protests, disruption, hunting, refugees, dog attacks/thefts

Impact on HR
Adapting the organisation to meet demand, reviewing processes for efficiencies, identifying training need
Legal
CPS
  Crime recording, charging regulations, PACE, Incident recording, Diversity, BAME  recording

Environmental
Speed of Change
Keeping systems updated, greater use of the internet, cloud technology, greater investment

Cybercrime
More sophisticated, scams, fraud, money laundering, victimisation, threat from drones

Ethical Practice
Reduction in carbon footprint, changes to fleet, ethical supply chains, 

Changing Landscape
Increased housing, developments, regeneration, tolls removed, transport infrastructure  

Visitor Population
 Increase in second homes, holidaying at home (UK), travelling criminals, county lines, immigrants, 

Austerity
Reduction in funding for public sector/pay freezes/lack of investment

Pandemic
Impact on job security, personal finances, unemployment susceptible to crime

Changing Demographics
 Older population, increase in vulnerable victims, millennials inc’d population – migration to Wales

Technological
Social 
Economic

SWOT Analysis
	
Strengths

· Small friendly force with a family feel
· Low crime rates
· Good crime investigation
· Work-life balance
· Flexibility
· Successful in attracting student officers and PCSOs
· High level of staff retention
· High level of goodwill
· ‘Can-do’ attitude
· Workforce fully supported
· Job security
· High level of comradery
· Safer environment when compared to other police forces
· Investors in people award
· Good HR business partnering
· Effective management of sickness
· Good working relationships with staff associations


	
Opportunities

· Investment in technology
· End-to-End review
· Funds to be saved through property portfolio rationalisation
· Review the performance management system to ensure it meets purpose
· Removal of toll charges could provide greater support from relocation of English businesses
· Potential restructure to meet demand
· New Chief Constable could provide positive change for the organisation
· New government could improve funding for the police
· Pandemic has demonstrated that the organisation can still operate successfully with remote/flexible working

	
	Weaknesses

· Insufficient resources to police large geographic area
· Lack of promotion opportunities
· Inefficient processes
· Unprofessional HR Dept
· Excessive application form
· Ineffective PDR system
· Lack of robust processes
· Poor communication in HR
· Lack of departmental plans/strategies
· Standalone systems
· Uncompetitive salary for police staff
· Change to Chief Officer team 
· ‘Out of touch’ HR management
· HR dept not respected within the organisation
· ‘Housekeeping’ poor 
· HR understaffed
· HR officers’ performing role of HR manager for a fraction of the cost

	
Threats

· Budget cuts
· Risk of change in culture – retirement of current Chief Constable
· Older workforce could lead to increase in sickness levels
· Greater demand on training due to increase in level and frequency of changes
· Greater demand on our services due to increase in population
· Rise in cybercrimes and level of sophistication would require specialisms in IT interrogation 
· Greater reliance on partner agencies to collaborate
· Expected to do more for less
· Increase in crime due to unemployment and impact of pandemic
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