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Activity 1

For the purposes of this report I will be using the following organisations for use in comparison Morrisons Supermarkets PLC and Pembrokeshire County Council.
Morrisons Supermarkets PLC is a large private sector organisation and PCC is a large public sector organisation.  

There are 6 models of organisational structure 
· Bureaucracy, 
· Divisionalisation
· Matrix Organisation 
· Networks 
· Visual Organisations
· Strategic Alliances (Kew and Stredwick, 2013)

Bureaucracy has three central principles, Specialism, where tasks are segregated, and people are employed for a specific task in a specific department, movement between departments is very rare.  
Hierarchy, where along with specific tasks there are specific roles and positions of power, a very top down approach, promotion through the hierarchy is possible based on merit or length of service.  
Impersonal rationality, power is held by the. position and not the individual, where decisions were made based on principles, preventing corruption and nepotism (Weber, 1964)

Divisionalism, is a development of bureaucracy, when a company gets too large it becomes difficult to run all areas from a central position, the company gets split into divisions and each division will have decision making powers, this model was effectively invented in the 1920’s by Alfred Sloan from General Motors in the US.  Major decisions in this model will still be made by head office, such as investment decisions and target setting (Boxall and Purcell, 2008)

Matrix Organisation, this model was developed in the US aerospace industry in the 1960’s, this involves short- or medium-term projects, where departments will work together on a project, colleagues involved will report to both department managers and the project manager (Kew and Stredwick, 2013)

Networks, in a more informal version of matrix, where an organisation encourages work between different departments to ensure faster diffusion of ideas through the organisation(Boxall and Purcell, 2008)

Virtual Organisations, where physical assets are replaced by computer networks. Warner and Witzel (2003) identify six characteristics, lack of physical structure, reliance on communications technology, mobile network, hybrid forms, boundaryless and inclusive and flexible responsiveness.

Strategic alliances, medium to long term relationships between different companies, (Contractor and Lorence 1998) identify six main objectives for alliance, reduction of risk, achievement of economies of scale, technology exchange, countering competition, overcoming government trade or investment barriers and vertical quasi-integration advantages.

Morrisons Supermarkets PLC is a divisional organisation while PCC is a bureaucracy.  The core purpose of Morrisons supermarkets plc is “to make and provide food, we’re all proud of, where everyone’s effort is worthwhile, so more and more people, can afford to eat well”. The core purpose of. PCC is working together, improving lives, the work to this goal is underpinned by three principles, 
sense of purpose: the purpose is to inspire and support individuals, communities and organisations to secure improvements in social, economic and environmental well-being.  
Improvement: aim to transform the way in which the organisation works, innovating and seeking best practice to help deliver in a more effective and efficient ways. Aiming to continue to make prudent choices, by living within our means and avoiding unnecessary processes and waste.  
Working together: working together to help provide joined up support and services for Pembrokeshire people, visitors to the county, communities and organisations. We are committed to the continued development of effective partnerships with voluntary, private and public sector bodies within and out of the county.   

As a divisional organisation morrisons operates various different divisions under the one company umbrella, manufacturing, logistics, retail and head office, to support the breadth of the company, the HR function within Morrisons follows the Ulrich 3-legged stool model. PCC being part of the civil service is a bureaucracy and operates a hierarchical HR function.

There are seven internal factors that affect organisations and HR
1. Social – the structure, practices and policies
2. Communication – affects. How an organisation functions, email, face to face affects speed of communication
3. Culture – the way things are done, culture has 3 levels, artefacts, values and assumptions (Shein, 1997)
4. Layout – the location, the layout, style and decoration
5. Technology – processes, materials and knowledge
6. Power Conflict – sources of power
7. Financial – investors, share price or funding
Culture is the internal factor that has the greatest impact on an organisations performance, HR should support effective culture and change cultures that are inappropriate. There are 4 types of culture;
Power – This is a very autocratic culture, a top down approach, creates quick decision making, the downside is low colleague engagement 
People- the leadt popular culture, very high levels of colleague engagement, the downside to this type of culture is slow decision making due to the lack of any hierarchy
 Task - this focuses on the task and the skills required for the task rather than specific roles, tends to be project based, the downside to this culture is it can lead to conflict as there is no clear structure or role definition 
Role – focus on formal rules and regulations, this culture is more about the position than the person (Harrison, 1972)
In addition to internal factors above HR must be aware of external factors that affect an organisation in order to inform strategy. 
According to Quinn (1980) “A strategy is the pattern or plan that integrates an organisation’s major goals, policies and actions into a coherent whole. 
· Most important goals to be achieved, policy guidelines for action and programmes to accomplish defined goals
· Effective strategies develop around a few key concepts
· They deal with the unpredictable and unknowable
· Organisations have a number of hierarchic and mutually related supporting strategies

A strategy is a plan advising what an organisation plans to do to achieve its mission, the process used to achieve this is known as a strategy formulation. (Ulwick,1999)
 There are different approaches to formulation of business strategy
Rational / classic – whereby senior leadership team undertake a continual appraisal of external and internal factors and use tools such as SWOT analysis 
Symbolic /Radical – this strategy is where an organisation tries thing first
Emergent/Logical incrementalism – this approach is influenced by external factors and can change over time 
According to Higgins and Vince, 1993 there are five stages of strategic management
Formulation of vision – what an organisation wants to achieve where the goal is communicated to key stakeholders through a mission statement
Determination of strategic objectives – assess the orgnaisations current situation using tools such as PESTLE and SWOT
Formulation of strategies – review the information gathered from the analysis and build objectives
Implementation of strategies. – the action stage of the process
Evaluation and control of strategies – a continuous review of strategies to meet demand from changing environment and assess the organisations performance

An organisation may take different approaches to strategy formulation depending on several factors such as the type of markets they operate in, the culture in the organisation, the structure within the organisation and management style
Top down approach – this is formulated by senior leadership
Bottom up approach – formulated from the business units and approved by senior leadership
Interactive approach – formulated together
Semi-autonomous approach - formulated separately

Successful strategy implementation comprises of 5 main features
Communicating
Starting with a good idea 
Gaining employee commitment and. Involvement
Providing sufficient resources 
Developing an implementation plan (Alexander, 1985)

HR Strategy
According to Tyson, (1995) HR strategy is “A set of ideas, policies and practices which management adopt in order to achieve a people management objective”
There are four key dimensions in developing HR strategy, Culture – the beliefs in an organisation, Organisation – the structure/line reporting, People - the skills and capability, HR systems – processes to support such as recruitment/reward and recognition

HR can contribute in formulating organisational strategy through strategic HRM, this supports an organisations long term business goals with an overall planned and coherent framework. Strategic HRM is not formed from the business strategy the two must work in partnership however, individual HR strategies may be shaped by the business strategy.  There are different approaches to the formation of HR strategy
Best Fit / Contingency 
Ensuring the HR strategies are appropriate to the organisation, no one size fits all, the main charachteristics of this approach is its integration with the business strategy both horizontally – all aspects of hr strategy are aligned and vertically where the HR strategies align with the business. Strategies.  The greater the degree of integration the more effective the strategy will be. This approach is widely used by managers to help them align their HR strategies with business strategies
Best practice / High commitment 
Universally used HR practices that can fit any organisation, tried and tested approach.  Whatever the strategy an organisation adopts, the same basic bundle of HR practices need to be adopted to enhance its chances of success (Pfeffer 1994, Huselid, 1995, Purcell et al 2003)
Kew and Stedwick (2016) identified 10 best practices linked to high levels of employee commitment
1. Flexibility / team working
2. Employee involvement
3. Employee voice
4. Performance related reward
5. Employee ownership
6. Sophisticated selection
7. Internal promotion
8. Commitment to learning
9. Employment security
10. Harmonisation of terms and conditions
Resource Based Thinking 
A relatively new approach to HR strategy which developed in the 1980’s/1990’s which focuses on internal resources and builds HR practices around them, a custom made fit, where you look inside the organisation to find sources of competitive advantage instead of looking from the outside in. This approach focuses on resources that are unique to the organisation, most valuable, rare and non-substitutable (Barney, 1991)

The evolution of HR from personnel management to SHRM has been influenced by several forces which has resulted in the need for HR professionals to be more business focussed. The CIPD viewpoint 
“As the world of work grows ever more complex, diverse and ambiguous, traditional models of working are starting to give way to more flexible forms of organisation and employment. Technology, globalisation, changing workforce demographics and skills shortages add to the challenges facing organisarions.
In this context the role of HR must evolve and grow to play a greater part in developing organisations for the future. As widely accepted norms for managing the employment relationship change, so the pressure will grow for HR professionals to develop a deeper understanding of the global context, business needs and strategy, and to innovate more to be not just efficient, but more effective” ((CIPD, 2015)






























Activity 2 
For the purposes of this report I have used Morrisons Supermarkets PLC, the company operates in the retail sector and the smallest of the largest four supermarkets, based in the UK and Gibraltar, the company employs over 110,000 colleagues and serves over 11 million customers a week.


	Strengths
	Weaknesses

	· Food makers with a strong fresh food offer as a point of difference
· Strong distribution and supply chain, with a high level of vertical integration
· Large product portfolio
· Highly customer focused
· Partnership with Ocado and amazon
· 4th largest supermarket retailer in UK


	· Limited geographical presence
· Weak customer loyalty programme
· Labor intensive work resulting in a high payroll cost 


	Opportunities
	Threats

	· International growth
· Nonfood retailing
· Convenience market
· Online operation
· Automation and artificial intelligence
	· Ever change customer expectations
· Brexit
· Growing competition from discount retailers
· Technological risks
· Cyber security
· Changing rules and regulations



	Political

	Brexit
Changes to taxes duties and imports

	Economical

	Changing exchange rates
Wage increases

	Social

	Increased use of social media
Rise in single person households
Rise in age of population

	Technological

	Increase of mobile payment technology
Increase in artificial intelligence

	Legal

	Employment Law
Data Protection Law
Health and Safety Law
Food Safety Law
Anti-trust law in retail

	Environmental

	Recycling
Plastic usage
Sustainable resourcing
Carbon footprint




Summary of findings
I have chosen to use two methods for analysis SWOT and PESTLE. SWOT analysis is a planning tool used to understand key factors in an organisation, it is a self-assessment tool that reviews internal (strengths and weaknesses) and external (opportunities and threats) factors that can either support an organisations objectives or be unfavorable to achieving the objective (CIPD, 2020)

PESTLE analysis focuses on six external factors that influence an organisations strategies the PESTLE analysis is used as a broad fact-finding activity to help an organisation review external factors that can impact decisions (CIPD,2020) 

From the two analysis’s I have reviewed the external factors that can affect decisions made in the organisation. 

Brexit
Due to Covid 19 many companies have put Brexit planning on the back burner, following the end of the transition period on 31 December 2020, this now needs to be top of the agenda.  Post Brexit there will be several factors that will impact HR, in terms of employment laws a large number of UK employment law has derived from EU legislation, so this will not impact however from 1 January 2021 any employment rights guaranteed by EU law will no longer be guaranteed.  Employment tribunals will no longer be able to refer to EU law and any decision made by the European Court of Justice will no longer have a binding effect on decision made in UK tribunals. 
The ability for people to move freely through the EU will end 01 January 2021, any EU nationals who re employed in the UK can apply to remain under the EU settlement scheme, however any future recruitment from outside the UK will follow the UK points-based system, HR functions will have to ensure they apply for a sponsor licence.
(HR Solutions, 2020)

Competitor Growth
[bookmark: _GoBack]With customer focus on basket spend there is increasing competition from discounters such as ALDI and LIDL, in addition to the customer spend competition the German based discounters are also effective the labour market for the 4 large UK supermarkets by increasing the hourly rate they pay their colleagues, from 1 February 29020 Aldi will pay it’s colleagues 9.40 per hour and 10.90 per hour in London area, the German supermarket have also introduced an increased hourly rate for loyal colleague who remain with them for over 3 years, 10.41 per hour and London area 11.15 per hour.  HR in UK supermarkets needs to address their own reward and recognition policies to continue to entice people to work for them. (The guardian, 2020)
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