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Abbreviations

GCCC -					Glamorgan County Cricket Club	
CEO -						Chief Executive Officer
HR -  						Human Resource		
SWOT	 -					Strengths, Weakness, Opportunity, Threats
PESTLE -	Political, Economic, Social, Technological, Legislative and Environmental.
EVR - 	Environmental, Values, Resources
EE - 	Employee Engagement







Executive Summary
The aim of this report aims to provide an analysis, evaluation and recommendation of the current and prospective environmental factors currently impacting Glamorgan County Cricket Club (GCCC). Staff surveys have been completed each year and there have been a decrease in employee engagement and motivation. A PESTLE analysis has been implemented to determine the environmental factors associated with employee engagement. Results indicated that are multiple environmental factors that impact employee engagement. The report concludes that a plan of action needs to be taken to improve employee engagement to improve many aspects of the business. It recommended that GCCC conduct further more detailed research into employee engagement through survey and forums along with line manager training and analysis on the competitors.

Introduction
To develop and implement effective human resource strategies, it is important to firstly understand the environmental context in which an organisation operates. Different organisations and industries will have different contributing factors that affect how HR strategies are employed/ developed. A strategy that could be successful for one organisation, cannot be assumed to be successful for other organisations. Dismissing external environmental factors can be detrimental to an organisations ability to drive for success and its ability to react to change. Jackson and Mathis, (2008) state that the most important aspect of HR planning is environmental scanning; specifically looking to identify opportunities and/or potential dangers that could contribute to an organisations success.

Company Introduction and Report Aim: Glamorgan County Cricket Club 
Glamorgan County Cricket Club (GCCC), based within Cardiff celebrated its 125th anniversary in 2013. As the only professional, county cricket club that plays cricket outside of England, the club has shown the ability to run a self-sustaining business which is now regarded as one of the leading hospitality and events locations within Wales. (GlamorganCountyCricketClub.com, 2017)
GCCC employs 55 full time staff members, with some additional 800 event day casual workers. The club has become renowned for its hospitality experiences as well as its cricket games. Despite the current successes of the business, a recent employee survey found that engagement within staff had dropped from 87% to 68% (GCCC, 2017). The CEO (Hugh Morris) has requested a review be conducted of possible environmental factors that may be contributing to this decline.
Therefore, the aim of this report is to evaluate what environmental are factors currently, and may in the future impact employee engagement at Glamorgan County Cricket Club.

Importance of Environmental Awareness
With a rapidly changing market place, plenty of theory exists surrounding the purpose of environmental awareness and how it can be achieved. The UK’s Work Foundation suggests that a one size fits all approach is no longer possible. Variable business drivers such as labour markets, regulations, work organisation and expectations are all unique to every establishment (Jones, et al., 2007). Instead each company should develop its own model of work (Jones, et al., 2007). 

Srivastava, 2016 states that organisations conduct business in Volatile, Uncertain, Complex and Ambiguous (VUCA) times. Therefore, businesses are required to adapt and cater for the constantly shifting demands of industry and consumers, whilst trying to keep abreast of evolving legislative requirements. 
[bookmark: _Hlk500707178]Thomson (2005) argues that organisations should have congruence, which can only be achieved when an organisations Environment, Vales and Resources (EVR) reinforce each other. To realise this, companies must first undergo a process of business research; Thomson suggests a SWOT analysis (Strengths, Weakness, Opportunity and Threats). Where key external and internal business drivers are first identified (to be discussed in the next chapter), then placed within the EVR framework and then brought to synergy. (Kew et al 2016 p35).				

[image: Image result for evr congruence model]
Figure 1.1 EVR Framework 					(Kew et al 2016 p35).

As well as the SWOT analysis, there are many other suggested strategy management tools, which should be considered and discussed prior to implementation for GCCC. The next chapter will discuss and differentiate the different available tools.



Methodology
[bookmark: _Hlk500709391]In 2009, Jarzabkowski, Giulietti & Oliveira conducted a study on the use of strategy management tools within the UK. The process identified ten main tools that were most widely used by UK managers (see Appendix 1, showing top 10 strategy management tools). 

The research found that many managers used a combination of the above tools, rather than using one in isolation. However, it also found that different management tools were better suited to different organisations and business requirements. One management tool used thoroughly was often found to be a better resource than several tools with less in-depth analysis (Jarzabkowski, Giulietti & Oliveira, 2009).

For this report, the PESTLE, SWOT Porters 5 forces management tools will be more widely explored.

PESTLE (Political, Environmental, Social, Technological, Legislative and Economic)
The PESTLE analysis is a business framework that examines the main external elements that may influence an organisation (CIPD, 2017). PESTLE evolved from the original PEST analysis (Political, Economic, Social, Technological) in the 1990’s, with many authors also suggesting further evolutions such as STEEPLE (Social, Technological, Economic, Environmental, Political, Legal and Ethical) (Kew et al. 2016).

(CIPD, 2017) The advantages and disadvantages of using a PESTLE analysis are in appendix 2:

In summary the PESTLE analysis can be used as a brainstorm of the bigger picture of the environmental factors. From this, conclusions can be made about the significant forces of change. The PESTLE can provide detailed planning minimizing the risks. The PESTLE analysis is a tool that should be use often due to constant change however the user must be weary of not making assumptions whilst implementing the PESTLE.

SWOT (Strengths, Weaknesses, Opportunity and Threats)
A SWOT analysis is a planning tool which seeks to identify the strengths, weaknesses, opportunities and threats affecting a business. It's a model for matching an organisation's goals, programmes and capacities to the social environment in which it operates. (CIPD, 2017)

(CIPD, 2017) the advantages and disadvantages of using a SWOT analysis are in appendix 3:

In summary the value of SWOT lies mainly that it constitutes a self-assessment for management. The problem, however, is that the elements appear deceptively simple. Actually, deciding what the strengths and weaknesses of an organisation are, as well as assessing the impact and probability of opportunities and threats, is far more complex than appears at first sight. (CIPD 2017). Despite limitations with SWOT, Haberberg (2000) concludes "SWOT analysis is fine for the initial classification of issues when we are getting to know a company, a situation or a case study"

Porters Five Forces
Porter’s five forces can be described in terms of 5 major forces (Kew et al 2016). These are:
· Threat of entry of new firms
· The power of buyers
· The power of suppliers
· The power of substitutes
· The intensity of rivalry

This tool can analyse and define the company position in relation to its own industry. Kew et al 2016 states it is used as the 1st stage of strategic analysis. (Kew J, 2016, p. 107). Porter's Five Forces Analysis is useful for helping to adjust company strategy to suit the competitive environment.

Summary of Methodology
For the sole purpose of this analysis, it is deemed that the PESTLE method is the most appropriate, however, the PESTLE can be used in conjunction with the other identified strategy management tools in Appendix 1 and not just in isolation. The CIPD 2017 recommend that the PESTLE is used in conjunction with other management tools that are appropriate for the organisation.

The next chapter outlines some of the findings from the PESTLE analysis.





Main Findings
The GCCC PESTLE analysis (appendix 1) indicates the environmental factors impacting GCCC.

High performing organisations operate as empowered networks, coordinated through culture, information systems and talent mobility according to (Deloitte, 2017). If companies rise to that challenge the payoff can be immense, in terms of financial performance, productivity, employee engagement and a host of other benefits (Deloitte, 2017).

Employee Engagement
Arrowsmith et al (2013) states that employee engagement (EE) is now a vital and everyday part of the vocabulary of human resource management (HRM). Reported by Faragher (2017) EE is the biggest human resource challenge in 2017 with 42% of HR professionals stating this in a recent Harvard Business Review, 71% of respondents rank employee engagement as very important to achieving overall organisational success. 

The GCCC 2016 staff survey conducted in January showed decreased levels of employee engagement, happiness and motivation in comparison to previous years. EE engagement percentages have dropped under the category favourable from 83% in January 2015 to 71% in January 2016. (GCCC staff survey)

Organisations need to have a better understanding of employee engagement and the links of empowering workforce, understanding workforce’s desire for flexibility, creativity, and purpose. Under the evolving social contract between employer and employee, workers become “volunteers” to be reengaged and re-recruited each day. (Brown, et al., 2016)

Multi-generational Workforce
GCCC’s workforce includes workers from four different generations, including Traditionalists, Baby Boomers, Generation X, and Generation Y (Millennials). Gladwell et al (2010) suggests to effectively manage a diverse workforce, organisations must understand the values, attitudes, and other organizational factors that may influence these different generations’ satisfaction in the workplace. For example the CIPD’s Tapping into Talent report found that different generations had different preferences towards training. Generation X and Millennials placed greater emphasis on training and development and generally and preferred independent learning often computer based to the Internet. The report found that Baby Boomers preferred more traditional classroom or paper-based training. Another difference in generational expectations according to a NexGen survey by PricewaterhouseCoopers (PwC) suggested the millennial generation of workers would choose workplace flexibility, work/life balance and the opportunity for overseas assignments over financial rewards compared to Baby Boomers wanting above all job and financial security and limited change.

By 2030 Faragher (2016) says it’s predicted that 60% of the work force will be millennial workers. GCCC will need to understand how younger managers will get the best out of a multi-generational workforce, and how they deal with older employees who for example might not want to take direction from a younger manager. Faragher (2016) further suggests organisations need to build skills on collaboration, performance management and active listening. 

Career progression is the most important thing to millennials, so companies need to work on a data-led progression plan to keep them engaged. (Walcroft, 2017). This follows on for all companies to have better technological resources and continually invest to keep the millennium generational workforce engaged in work in the next 10 plus years.

Gig Economy
Estimates suggest that freelance workers in the UK by 2020 will make up for around the 50% of the workforce. Based this statement a challenge for all HR, is the growth of the gig economy therefore, placing emphasis on HR attracting, engaging and retailing talented people on a more ad-hoc basis.
Cited by Faragher (2017), Lisa Wormold head of HR recruitment at Harvey Nash states “that companies are having to sell themselves more leading to the candidate or employee having more power and higher expectations”. However workers are more and more opting for freelance work. There is potentially a culture shift in the future as the pick n mix workforce Faragher (2017), will show workers acting more and more like consumers, listening to reviews of workplaces and demanding ultra-transparency around pay and company culture. This is shown in the agreement between GCCC and SumoShift (a gig economy tech based recruitment agency). Sumoshift workers apply for GCCC shifts online based on the GCCC online profile. One stipulation SumoShift require is that workers to be paid within 24 hours of the shift being completed.

Motivation in Hospitality
Casual hospitality work is generally seen as stop gap employment, this is clearly demonstrated within the casual hospitality workforce at GCCC. Workers average age is 19 years old and 7 out of 10 casual workers are in university. The average length of service for casual worker at GCCC is 13 months. The GCCC managers have a role to play to improve EE levels. Ng and Sorensen (2008) demonstrated in a study when managers provide recognition to employees, remove barrier preventing effective performance and motivate employees to work together, employees feel more obligated to stay with the company. This was succinctly summarized by Michel et al. (2013): “Providing support to employees gives them the confidence to perform their jobs better and the motivation to stay with the organization.” GCCC can therefore aim to enhance employee motivation and retention through the development and improvement of their working conditions and the working environment. HRM also has a role to develop practices and support managers by creating an environment to inspire employees. This requires an understanding of what motivates employees at various levels of management and different stages of their careers (Enz and Siguaw, 2000).

Herzberg’s (1966) motivation-hygiene theory proposes that people have two major types of needs, the first being hygiene needs which relate the work performed. Among these needs are working conditions or extrinsic motivation factors. When these factors are unfavourable, job dissatisfaction may result. 
Although, only fulfilling hygiene needs does not result in satisfaction, but only in the reduction of dissatisfaction (Maroudas et al., 2008). Taking Herzberg’s (1966) theory into the context of a luxury hotel, the recognition of employees’ hygiene needs can positively affect job satisfaction.

The impact of fun as a motivating factor at work has also been explored. GCCC company values incorporate Respect, Team and Hwyl (Welsh for fun). Peluchette and Karl (2005) suggests fun experienced whilst working is positively related to job satisfaction and increase motivation in the role, Tews, Michel and Stafford (2013) conducted a study focusing on plate waiters from a casual themed restaurant chain. It was found that fun within work had a positive impact on performance and manager support for fun had a positive impact in reducing employee turnover. Their findings support that fun may have a beneficial effect, however, framing fun must be aligned with both organisational goals and employee characteristics. “Manager must learn how to achieve the delicate balance of allowing employees the freedom to enjoy themselves at work while simultaneously maintain high levels of performance” (Tews et al., 2013 p374). The points discuss the importance of job satisfaction factors in hotels suggest that it is beneficial to investigate the role of fun in the hospitality context. There are many cross over between hospitality and hotel based work.

Other factors
Although EE, Multigenerational workforce, the gig economy and motivation in hospitably have all been briefly explored there would seem be an endless list of topics that have an influential impact EE within hospitality. It is important to consider a range of factors, such as market competitors, BREXIT, flexibility in the workplace, technology and demographics.

The next chapter will go on and summaries and conclude the findings from the study.



Conclusion
(Meyer, 2010) identifies that strategy and organisational design are both the responsibility of the CEO. Communication a brief about business strategy is not sufficient to enable people at all levels to engage with strategy, understand and know their contribution towards the strategy. People at all levels in the organisation need to feel they have a role within strategy to keep motivation and engagement levels up. 

It’s been recognised in this report that organisations need motivated and engaged workers to contribute to the future success of the business however, organisations must create an environment for this to happen. Businesses need to understand and the overall environmental landscape and be fully aware of potential future trends. Organisations need to able to adapt and change quickly and people within organisations will be at the front of change.

Employers face some challenges to find several ways to increase employee engagement, so the business can stay competitive. From an EE perspective when employees and their work is valued, their satisfaction and motivation and productivity increases. GCCC has a challenge in the future to at least maintain its current position in the market place. With constant change within the business environment it is essential for GCCC to have forward planning and understand new trends and changes within the ever changing business environment.

The next chapter will outline recommendations for understand the business environment in relation to EE.


Recommendations
Despite this recognition of the importance of employee development, the hospitality industry has historically been dominated by underdeveloped HR practices (Lucas, 2002). Although it is widely recognised but specifically by Pfeffer (1994) for organisations to succeed the organisations must sufficiently invest in HRM to acquire and retain employees who possess better skills and capabilities than their competitors. This investment will be the organisations competitive advantage. 

At this point the recommendations would be for HRM at GCCC to understand their employees with more depth. The current survey is perhaps to generalised lacking detail therefore further and more specific surveys need to be carried out along with the introduction of focus groups to get to the root of a downward trend in EE. This detail will provide new information and further insight to the organisations employees. HRM would need to implement a strategy to improve. The Harvard model developed by Beer et al (1984) is a structured model which GCCC can adapt to implement HR strategy.

There are ways in which HR a can make a difference to employees whilst at work, with EE being such a broad topic the list of options HR have to improve this area are endless however the CIPD 2017 suggest the main drivers of EE are: Leadership, Line Managers, Employee Voice, Organisational Integrity. 

The action plan outlining the intentions to manage EE form a HRM perspective can be found in appendix 3.
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Appendix 1
[bookmark: _Hlk500801435]Table showing top 10 strategy management tools.
	Strategy Management Tools

	1
	SWOT

	2
	Key Success Factors

	3
	Core Competitiveness Analysis

	4
	Scenario Planning

	5
	Value Chain

	6
	Porters 5 Forces

	7
	Resource Based Analysis

	8
	Industry Life Cycle

	9
	PESTLE Analysis

	10
	Portfolio Matrices e.g. McKinsey






Appendix 2
Advantages and Disadvantages of Pestle Analysis (CIPD 2017)

•	Advantages: It’s a simple framework. It facilitates an understanding of the wider business environment. It encourages the development of external and strategic thinking. It can enable an organisation to anticipate future business threats and take action to avoid or minimise their impact. It can enable an organisation to spot business opportunities and exploit them fully.
Disadvantages: Some users (of a PESTLE analysis) oversimplify the amount of data used for decisions – it’s easy to use a limited selection of data. The risk of capturing too much data may lead to ‘paralysis by analysis’. The process needs to be undertaken on a regular basis to be effective. The pace of change makes it increasingly difficult to anticipate developments that may affect an organisation in the future. The data used may be based on assumptions that subsequently prove to be unfounded.





Appendix 3
Advantages and Disadvantage of SWOT Analysis (CIPD 2017)

· Advantages include: It is a simple four box framework, it facilitates an understanding of the strengths and weaknesses of the organisation, it encourages the development of strategic thinking, it enables a management team to focus on strengths and build opportunities, it can enable an organisation to anticipate future business threats and take action to avoid or minimise their impact, it can enable an organisation to spot business opportunities and exploit them fully, it is flexible.
· Disadvantages include: Some users over-simplify the amount of data used for decisions – it is easy to use scant data, to be effective this process needs to be undertaken on a regular basis, the best reviews require different people being involved, each having a different perspective, access to quality internal data sources can be time consuming and politically difficult (especially in more complex organisations – parent company, etc), the pace of change makes it increasingly difficult to anticipate developments that may affect an organisation in the future, the risk of capturing too much data is that it may make it difficult to see the wood for the trees and lead to ‘paralysis by analysis’, the data used in the analysis may be based on assumptions that subsequently prove to be unfounded (good and bad),it lacks detailed structure, so key elements may get missed.


Appendix 4 PESTLE analysis for Glamorgan County Cricket Club (GCCC)
PESTLE analysis for Glamorgan County Cricket Club (GCCC) adapted from CIPD (2017)
	PESTLE
	External Factors to consider
	Specific factors affecting GCCC
	Importance to GCCC

	Political
	Government Policy
Political Stability
Tax
Industry Regulations
Global Trade agreements or restrictions

	Severe terrorism threat to UK (MI5.gov.uk)
National Living Wage – min wage (gov.uk)
Casual Workers Contracts (gov.uk)
BREXIT and employment law – Article 50 (Steadman 2017, CIPD)
	High

Medium

Medium

Medium

	Economical
	Exchange Rates
Globalisation
Economic Growth/Decline
Inflation
Interest Rates
Cost of Living
Labour Costs
Consumer Spending habits
	Increase in National Minimum Wage (NMW) (gov.uk)
Increase National Living Wage (NLW) (gov.uk)
Mega trends in technology 
Inflation (ons.gov.uk)
Changes in consumer spending 
(ons.gov.uk)

	High
Medium
Medium

Medium
Low
Medium

	Social
	Consumer Trends and Tastes
Fashions
Lifestyle Factors
Career Attitudes
Work-life Balance
Population Demographics
	Cricket spectators declining (ESPN 2017)
Multigenerational workforce (Gladwell 2010)
Gig Economy growth (CIPD)
Over 600 Gig Economy workers at GCCC 
Hospitality job  – low motivation
Employee turnover is high in hospitality (Dowd 2017)
Growth of millennials and gig economy jobs, workers have more choice (CIPD)
	Medium

Medium

High
Medium

High
Low

Low

	Technological
	Automation
Innovation
Disruptive Technologies
Social Networking
Upgrades
Robotics
Artificial Intelligence
Security
	Competition with other gig Economy recruitment agencies Shaheen (2016)
Shift rostering apps (deputy)
Social media engagement
Robots replacing jobs (Elliot 2016)

	High


Medium
Low

	Legal
	Employment Law
Common Law
Health and Safety
	BREXIT
Article 50 (CIPD)
	Medium
Low

	Environmental
	Environmental Restrictions
Sustainable resources
Corporate Social Responsibility
Transportation
	Cycle to work scheme (Gov.uk)
Volunteering programmes
Car sharing
	Low
Low
Low



Adapted from CIPD (2017): https://www.cipd.co.uk/Images/pestle-analysis-example_tcm18-27108.pdf



Appendix 5
Action Plan for recommendations 
	Action
	Where we are now
	Measure
	When
	Potential Barriers
	Cost
	By Whom

	Survey forum
	Need to improve questioning in current surveys, need more details
	Responses received form new survey
	Jan 2018
	Low response rate
	Nominal as  resources already in place
	HRM

	Focus Groups
	No active focus groups
	Set them up report on outcomes
	Jan 2018
	Fining diary time with multiple workers for different departments
	Nominal as  resources already in place
	HRM

	Analysis on competitors
	Limited analysis other than word or mouth
	Work with other stadiums, Produce a report on other stadium HRM strategy
	Dec 2018
	Relationships with other stadiums 
	Low if local stadiums are visited. Higher if travel involved e.g. hotels
	HRM

	Line manager training
	ILM course via Cardiff and Vale Collage
	Pass rates of participants, in house course
	Mar 2018
	Resistance to training
	Low as part gov funded
	HRM
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