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Understanding the Business context of HR
Whilst comparing two Businesses I have chosen to compare my current employer within the private sector, a family run Partnership business which is commercial in making money for its owners (Taylor and Woodhams, 2016) and the NHS within the Public sector which would be funded by the tax payer and would be subject to public accountability managed by an elected official. My current employer is an outsourcing company providing professional customer experience for some of the largest companies within the world. Webhelp has multiple sites across the world employing over 50,000 colleagues (Limited, 2019). The NHS employs approximately 1.2million people across the UK and provides healthcare for all UK citizens (2018 et al. 2019). 
The NHS would have large HR teams starting off as administrator’s right through to Business partners. Each base would have their own HR department and the HR director would be a very prominent member of the organisation.  There is multiple staff looking after that particular sector within their business, in my organisation I am the only HR manager on site for 1100 agents. However we do outsource some of our HR functions, learning and development and Recruitment. The NHS would complete all this within their larger HR teams. However in some other Private factors such as supermarkets they don’t have any specialist for recruitment or Learning and development all of this would be done by trained line managers.
Within my current company, we are as I stated, part of the private sector and run as a non-unionised organisation, whereas half a million people are part of Unison, the union which the NHS uses (UNISON, national 2019). The union’s will also have an impact and effect on any change to employment within their organisation for example pay, within the private sector performance pay is very common and also negotiable within certain areas of the business, a very transactional process for HR. Within the private sector National pay skills are still very much of a common approach when managing their employees pay. 
The NHS will have many policies in place and due to the unionised environment it will be difficult for them to evolve and adapt as quickly as another environment, they are often deemed as being a touch old fashioned and bureaucratic in their approach (Taylor and Woodhams, 2016), where change is embraced and innovation and individuality would be a positive feature in a future fit employee. Whilst there would still be policies within a private sector there are more options to be able to adapt and change whereas the NHS is more limited with this option. 

Organisations and their strategies
The internal Factors which support the organisations regardless of sector would be equipment, trust, management structure, communication and culture, Workplace culture has a massive effect on any organisation and is probably the biggest internal factor to having a successful workforce. This is something that would require line manager and HR managers to work together on, it is not one specific person’s role to change work place culture and Line manager are the ones who deal with performance, behaviours and absence on a daily basis with only the support from a HR manager in complex cases.
Harrison (1972) presented a model of culture based on four different types Power orientated which was a competitive culture and tend to be highly autocratic, People orientated a collaborative culture which allows more influence, Task orientated is a competency based culture based on abilities to do jobs and Role model which shows the role importance’s which tend to be heavy on rules (Dudovskiy, 2014). Culture plays a huge part of any companies Organisation Development how we embed culture will have a big impact upon the employee’s behaviours.
Some External factors that have had an effect on the organisations are Globalisation, Regulation, Flexibility and Fragmentation and public policy which although vary from sector to sector. However there are two common approaches with external factors which are ‘developments in product markets’ and ‘developments in Labour markets’ (Taylor and Woodhams, 2016). 
There is no clear way to measure competitive intensity with the product market due to varying characteristics of each organisation; however it is recently said that no organisation however large is able to hold onto its position of competitive advantage for long (McNamaral et al 2003). 
There have been changes to the HRM function and this transformational process this has been led by the changes to management thinking within organisations, meaning that HRM has had to change its response and approach to certain aspects of a job. The industrial sector has probably felt this most with certain areas of the public sector now contracting out parts of their operations.  For HRM this brings fears of uncertainty and unpredictability for an organisation feeling as though they can’t plan too far ahead, where as in the past their strategic plans in the past they could have planned for ten years or more. For HRM this means less ability to offer long term contracts and offer the stable employment which would have been a huge culture boost in the past. The effectiveness of the HR element of an organisational change will heavily involve HR in the planning and communication stage, Change brings lots of emotions, the way our managers communicate this change will show in the employee’s ability in their agility to progress with the change and embrace it. 
A significant change to HRM is the sub-contracting and smaller or zero hour’s contracts. Traditionally HR would look to hire people on long term contracts to help build their working relationships, showing that we care about our colleagues and their futures. This is a constant struggle as we can no longer offer the secure long term roles with potential pay rises. The link to work intensity shows the technology changes as we are simply now asking people to work harder for less pay (Taylor and Woodhams, 2016) potentially opening us up to grievances and complaints from the workforce. Competitive intensity has its own struggles with HR and like all sectors wants to be efficient which has led to HR manager’s taking on more specialised roles rather than generalist roles. These specialised roles are often used to support organisations as their business partners are supporting the line managers on day to day cases, HR admin work is being completed out of shared service centres and the specialists are needed for areas such as reward, Training and recruitment.
The term Labour market refers to the business market of having the best people in the best jobs. This works on a similar concept to supply and demand and offering great terms and conditions to effective workers which allows them to recruit the best performers Cultural diversity has played a large part in the labour market for HRM, this means we are obliged to manage and make effective teams from all over the world with a variety of different cultural backgrounds (Taylor and Woodhams, 2016). It is not right to assume that everyone will naturally fit into a team and work together well. Richard Sennett (2012) states that effective co-operation with people who are different from ourselves is one to be learnt. Regulation has also had a big impact whereas there used to be little employment law there are now 80 separate claims linked to employment law. One change was in the 1960’s and this was severance payments for anyone a company wanted to make their staff redundant. In 2002 a CIPD survey found that two thirds of HR specialist was spending 20% of their time dealing with employment law issues (CIPD, 2002). It is now essential for HR officers to possess a good knowledge of employment law to be able to support their organisation effectively.
Due to globalisation and industrial restructuring the jobs that are being created are higher skilled, higher paid roles, which means that they would bring experience and specific skills into their organisations showing a reduction in equality for people who are not qualified.  As the economy changes it shows signs that there are severe skills shortages in many growth sectors meaning that smart and effective recruitment to the top of the HR agenda (Taylor and Woodhams, 2016). 
The Business context is different across all sectors which will mean that the approach HR takes needs to be different. There are 3 alternative approaches to shaping the Business strategy these are Rational/Emergent/Logical Incrementalism and Symbolic. 
The Rational approach is where strategy making is entrusted to senior managers they undertake analysis using the swot and pestle approach. The CIPD (2018) state that pestle is an insight into the external factors impacting their organisation it is a flexible approach which allows them to use it within a different range of scenarios. The SWOT analysis is a tool used to discuss strengths, weakness, opportunities and threats. The CIPD (2015) state that SWOT is a planning tool used for managing organisations goals, programmes and capacities to the social environment which it operates. 
The Emergent approach started with James Quinn (1980) who researched what happened in organisations. His findings reflected that rational study started at senior levels influencing the strategic direction of an organisation. This approach is labelled ‘logical incrementalism’ which basically means each step that is taken is logical and consistent but is not planned far in advance. 
The symbolic approach is one which is very different for the others; it states that most organisations just get on with the business of competing, evolving tactics as they go just trying to make things stick.  Henry Mintzbreg is known as the most influential thinker in this field of study (Taylor and Woodhams, 2016) having set out a contingency model which sets out the circumstances when the alternative strategy-formation process would be appropriate. 
HRM prefers a defined strategy, having a rational approach allows HR managers to understand the organisations strategic objectives. For HR there are many ways to approach formation, the Best Fit or Contingency approach. Michael Porter (1987) used a highly influential model to focus on alternative ways that organisations can get an advantage. Contingency thinking in HRM has been criticised stating whatever strategy the organisation follows, the same set of practices will be followed to achieve success (Pfeffer 1994, Huselid 1995, Purcell et al 2003). Another approach is ‘the resource-based view’ which talks about ‘inside out ‘ thinking,  starting with an audit of existing resources for their competitive strengths allowing ways to protect, enhance and reinforce ways to gain a sustained advantage. Translating organisational strategy into HR strategy is commonly known as the Horizontal and Vertical Integration which is the best fit approach. This is when HR is integrated with the business and its strategy; the greater the degree of vertical and horizontal integration the more effective it is. 
Organisational design and development both have a shared goal of improving organisational performance and sustaining it. Organisational development however overlaps with concept of high performance work organisations, involving the people and their behaviours, which is heavily linked to what we now know as performance management (Taylor and Woodhams, 2016).Organisational design has to consider processes, people performance measures, communication and culture. Organisational development focuses more on what motivates people to perform, how they develop new skills and how they keep themselves future fit. Both design and development do have similarities they are both considered as transformation HR, they make up 20% of the CIPD profession map (2015a),  aimed at organisational performance and both create a framework for aligning people or organisation with the business strategy.
Throughout every organisation there are different forms of organisational structure bureaucracy, divisionalisation, matrix organisations, hierarchical, and Virtual to name a few (Kew and Stredwick, 2012). Bureaucracy dates back to Max Weber’s work on the government departments in the 1890’s. (Webber 1964) by 1960’s bureaucracy reached its peak and Weber had identified three principles of bureaucratic organisation, Specialism, Hierarchy and impersonal rational. Specialism when they hired certain people to do certain jobs there would be no movement between departments, Hierarchy a very rigid form of power the higher up you were in the organisation the more you were able to give instruction to those lower down and impersonal rational.
 There are however certain aspects which cause constraints within the strategy, corporate governance, Stakeholders, Business Ethics and culture (Kew and Stedwick, 2012 P.431). HR can support this however by ensuring there is the right participation at all levels, getting Stakeholders buy in for the change, Communicating to all work levels including all management teams and staff once the Stakeholders are in agreement, HR are responsible for providing data by analysing and interpreting and identifying any potential obstacles or risks as stated earlier on they may potentially use SWOT or PESTLE activities. The CIPD are also advocates for a simple framework known as AIDE assess, design, implement and evaluate. Finally HR can support with the preparing and positioning of all new and changing policies. 
Marsh Et al (2009) state that HR is well linked to Organisation development due to the amount of influence that HR holds over areas of the business. French and Bell (1999) state that HR acts as internal consultants for an organisation and potentially support a HR Director in hiring someone to complete the consultant role, this role is often used when delivering the findings of any data or resource which has been completed .They would then act as a facilitator to key Stakeholders in these meetings.

Conclusion
As with any form of change there should be timescales for delivering. Lewin’s change Model is often used when implementing change as it fluid with only 6 steps to ensure success. It is important to remember that whilst adhering to timescales, there is also sufficient time for reviewing the stages of change to ensure the success. To protect the success of any change or project ensuring to respond to all internal and external factors will play a part in its success. Thinking about one of the most contentious subjects at the moment would be the worry of automation and if in the future there will still be a need for HR and its many roles’ within organisations.  The importance of remaining future fit and focusing on having a Continuous Professional development plan in paramount in a future where things may no longer be so certain.  
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PESTLE / SWOT Analysis: Ernst & Young LLP
Ernst & Young LLP is a global professional services organisation that has 700 offices in over 150 countries and is amongst the top 4 accounting firms worldwide.  This analysis has been conducted to identify the external factors impacting the UK operations, headquartered in London which in terms of the organisational structure, form part of the Europe, Middle East, India and Africa (“EMEIA”) geographic area.
	PESTLE Analysis

	
	External factors to consider
	Factors affecting my industry
	Importance to organisation

	Political
	Brexit















Political uncertainty in Middle East / Africa resulting in market volatility








Regulatory and legislative changes





	The implications are many but two significant challenges would be that any legislative changes to laws governing trade could have a detrimental impact on the profit margins of incumbent clients within the retail sector (resulting in increased pressure on EY fees), as well as potentially curtailing the freedom of movement for employees servicing cross-border contracts on a longer fixed term basis.

Safety & security concerns for employees in politically unstable countries have resulted in challenges attracting UK subject matter experts to fulfil key roles in those areas.




Core services at EY include auditing, advisory and tax services, all of which are subject to stringent regulatory controls and falling foul of these laws, translates into significant fines and damage to the brand.
	Medium, pending outcome













High (given current Reuters reporting on events in Africa (terrorism attack in Kenya)


High


	Economic
	The impact of recessions and hyper-inflation in some countries have significantly impacted profit margins



Labour costs in in the UK



Economic growth / decline

	This has stunted growth and halted expansion plans, with the client base diminishing as clients switch to smaller firms offering more competitive rates.

Offshoring work to low cost centres like India is underway.

The BREXIT debate continues to manifest in market uncertainty.
	High






Medium, on-going


Medium, awaiting outcome

	Social
	Work / life balance










Cultural diversity in the workplace









Career attitudes
	The highly competitive nature of financial services and the long hours associated with the profession requires that strategies are implemented to address work / life integration, thereby, accommodating greater flexibility for employees.

In the larger centres, there is a significant amount of cultural diversity and with teams frequently working away from home for extensive periods in stressful, time-pressured environments, inclusivity must be promoted at all levels of the organisation.

Generational differences in approaches to work – preference of Gen Y for greater autonomy, flexibility and how to meet this expectation within the confines of work.
	Medium










Medium










Medium

	Technology
	Advances in software development







Cyber security








Technology and communications infrastructure


	The on-going evolution of auditing programmes requires that trainees are up skilled in coding and programming at a university level and EY is engaging with tertiary institutions to develop the curriculum around this.
Given the level of highly sensitive data that employees are exposed to during the course of their work, it is an organisation imperative to ensure that robust systems are deployed to guard against cyber-attacks.

Given the global nature of the organisation and the reliance on accessing specialist input from the UK, further investment required in the emerging market countries to build their IT capability.
	Low








High









Medium

	Legal
	Employment Law










GDPR

	With the rise of globalisation and employees being mobilised across geographies under different contracts and with HR shared service centres being outsourced offshore, ensuring compliance with employment law both UK and abroad is critical.

On-going compliance tracking and monitoring required. 
	High










Medium

	Environmental
	Environment



Climate change and sustainability





Corporate social responsibility

	EY are required to minimise their own carbon footprint across all their sites.

Continue to invest and grow this portfolio of clients and become the leaders for changes in the advisory services provided to corporates in this area.

Invest in community initiatives with SME’s both locally and in developing countries ensuring alignment with the company ethos, “building a better working world” – specifically, in the areas of entrepreneurship and education programmes.
	Medium



Medium






Medium






SWOT Analysis




As stated in Taylor & Woodhams (2016), large private sector organisations operating in the knowledge economy have been the leaders for change in developing pioneering approaches to the leadership of people and given the levels of competition for graduates within the top 5% of students worldwide, developing an employee value proposition that serves to attract top talent and then retain them through devising strategies that support high levels of engagement and discretionary effort, through employee empowerment, is key to the sustainability of EY and its 150,000 strong global workforce.
A selection of external factors impacting the HR function:
Promoting cultural diversity – HR are instrumental in embedding tolerance and inclusion at EY and in a multi-national corporation of this size, a specialist team are tasked with ensuring that policies, learning and development programmes, secondment programmes and talent attraction and selection processes are designed to reflect this.
Technological advances – the pace that technology has developed at has enabled greater flexibility and remote working.   This has also translated into the move towards automation and self-service offerings which employees can access 24 hours a day from mobile phones, tablets and laptops.  A HR shared service centre is located in London and delivers the transactional aspects of the function, with specialist teams managing reward & recognition, benefits and employee relations.
Employment law – given the diversity countries operating within EMEIA, HR is required to consider how local laws and regulations and UK/European law is upheld within each of these jurisdictions and a dedicated HR team, based in that country’s capital city oversees all policies, contracts etc to ensure consistency and compliance.
Competition for top talent – the regional HR talent and attraction teams need to differentiate EY from other accounting firms and would be required to devise work experience programmes, assessment centres and on-campus activities that evidence a point of difference.  Additionally, policies, benefits packages and work environments should evidence good practice, eg: performance linked remuneration and enhanced benefit schemes.
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Pestle and SWOT Analysis
When completing this exercise the two techniques that were used were Pestle and SWOT.  The CIPD (2018) define Pestle as an effective framework for understanding the bigger picture, allowing organisations to fully understand the broader challenges. SWOT is defined also by the CIPD (2015) as a structured approach which is often carried out by several people as a group brainstorm activity. 
Pestle
When completing the Pestle activity it gave insight into the EY organisation. The activity showed that the organisation are a large company however due to it positioning and the current threats in that environment there were safety concerns and this has had an effect on how popular the business is in its current climate. There were also causes for concern for employee’s welfare as the roles were often very demanding and required long working hours which make social integration very challenging. 
EY are heavily reliant on specialist’s information from the UK which then would require a different approach when managing sensitive data. The risk of breaching employment legislation would be a cause for concern due to the task of having so many different HR sectors, with the use of shared services and outsourcing to certain areas.
There is clearly an option for the company to improve its brand with offering support to the local community. 
SWOT
When completing the SWOT analysis it gave a clear indication of the company and its current situation. There were many strengths the promotion of inclusion would be key in today’s society. It has been recognised for its valid contribution and one of the key indicators was its use of calibration with other organisations. There were few concerns however, technology would be an important focus on ensuring that it kept up to date with other organisations, also the changes to GDPR when as stated in the Pestle activity it doesn’t not all remain inside the EY organisation.
One concern’s was that there would be some change required,  however is the organisation and its team ready for this change and the effects it would have on its workforce. The changes to the government would process a certain element of concerns also due to the current situation with Brexit and the uncertainty of how this will affect EY. 
EY has prided itself on being the best company with key stakeholders and many of the most desired clients however how do EY ensure they can remain at its best?.
Completing these two activities can give someone with very little or no knowledge about a company a good understanding of the current position and what their priorities would need to be within their organisation. This would allow clear insight and copious opportunities for someone who wants to work for or invest their business in EY. 
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STRENGTHS


Champions diversity and inclusivity at all levels of the organisation


WEAKNESSES


OPPORTUNITIES


THREATS


Fluctuating currency conditions


Operates within a highly regulated and complex industry


Fallout and uncertainty surrounding Brexit














Highy skilled workforce


Client portfolio of renowned internationally recognised brands





Industry leaders in financial services innovation








Increased risk of reputational damage given high profile


Maintaining service delivery standards across the globe


Keeping pace with technological advances





Bulk of revenue generated by fees from select multi-national clients


Regulary features in Top 10 best companies to work for


Sponsorship of high profile events promotes reach of the brand


Growing demand for consulting services


Increase market share by acquiring smaller accounting firms


EY can build on it's growth in emerging markets by developing its infrastructure





Cyber attacks


Risks associated with high profile lawsuits





Data protection challenges given volume of highly sensitive information


Ability to collaborate on a global scale


EY is well positioned to provide insights and guidance to clients on latest accounting developments and regulatory changes
Competition for top talent









