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Understanding the Business Context of Human Resources

1.
There are many different types of organisation. For the purpose of this report, I am going to compare a public and private sector organisation. The term organisation is defined as ‘social entities that are goal directed, are designed as deliberately structured and co-ordinated activities systems, and are linked to the external environment’ (Taylor and Woodhams, 2016). 
Public sector organisations are run by the Government using taxpayer’s money. They are set up to serve the general public working towards goals set by Government and other public interest groups. They are not generally run to make a profit but to provide goods and services such as the NHS, Army, police, transport etc. Trade unions remain significant in the public sector.
Public sector organisations are much more regulated because of Government involvement and being taxpayer funded (Umbrella Options, 2021). The main objections are more complex than in the private sector whose main objective is to make a profit.
Private sector organisations focus on earning profits and answer to their customers and investors. They are owned by private individuals or companies. Because they are focused on making a profit, they are competitive and have an incentive to be as efficient as possible (Murray et al., n.d.). The private sector generate money by issuing shares or taking out loans.
The organisational design is the processes of designing the organisational structure to meet its business purpose and environment. Various processes make up the organisational design, such as IT, people and culture.
2. 
[bookmark: _Hlk64362561]Coca- Cola is a large private sector organisation whose purpose and mission statement are the company’s promise to create value for shareholders and making every effort to build the strongest brand image in the world (Bartleby.com, 2013). The company started in 1886 and is today a total beverage company with more than 500 brands and 700,000 employees (The Coca-Cola Company, n.d.). The company’s vision is to produce brands and drinks that people love, done in ways which are sustainable and create a better future for peoples’ lives, communities, and the planet (The Coca-Cola Company, n.d.). The HR function of Coco-Cola focuses on continuous learning to improve the business with an emphasis on the value of how they work along with what they achieve. They focus on four key behaviours, curious, empowered, inclusive and agile. The conscience they follow is to do the right thing by using their values to shape the conscience, use their global scale for leadership and for the greater good. When they make mistakes, they are to own them, learn from them and grow.
Coco- Cola HR function focuses on the acquisition and retention of highly skilled and knowledgeable staff to maintain its competitive advantage and top position in the market (managementtest, 2013). The HR department is always involved the Company’s strategic planning and make sufficient work force plans to meet future demand. Being a global leading brand, Coca-Cola adopts different HR practices depending on which country/region it is operating in, in compliance with the local labour laws and culture. It does not adopt a global, one size fits all approach (Scribd, 2013). The HR function is well established in Coca-Cola, preferring to recruit internally as a basic focus and only recruit externally when absolutely necessary. They keep a talent bank, holding potential employee’s CV’s and also link with universities and colleges to fulfil this. Coca-Cola uses resource-based thinking, where they are constantly evaluating people’s performance, skills and performance and have a strategy to protect, reinforce and enhance these strengths in resource to sustain their competitive edge.
The NHS is a very large public sector organisation whose goal is to provide healthcare services to the public. These services range from lifesaving operations, to mental health services. The NHS long term plan is to make sure everyone has the best start in life, deliver world class care for major health problems and supporting people to age well. The HR function has been at the top of the NHS agenda for a while since the Francis Review identified a link between employee wellbeing and patient care (Campbell, 2015). The NHS identified the need to free up HR from administrative tasks which led to the adoption of using Ulrich’s 3-legged stool model, incorporating the shared services framework and outsourcing some parts of the operation like payroll and administration (Campbell, 2015). In the public sector organisations, the HR functions are large and bureaucratic.
3. 
There are many different types of organisational structure:
· Bureaucracy- This is a classical structure with clearly defined management levels and hierarchy with specialised roles, departments and functions (Taylor and Woodhams, 2016). Decision making is centralised, and spans of control are narrow.
· Divisionalisation – This is a similar structure to Bureaucracy, but decision making is devolved to business areas, such as separate locations, or divisions. 
· Matrix structure is where the reporting relationships are set up as a matrix rather than the traditional hierarchy as employees will report to more than one manager, usually functional manager and project manager.
· Networks – This structure refers to a system of coordinating and delegating tasks among a number of different businesses with a common goal (Reference, 2020).
· Virtual organisations – use teams to conduct most of their work and are very fluid in structure. Employees are spread geographically and communicate via technology (KnowledgeBrief, 2010).
· Strategic Alliances – have emerged in recent years. They form medium to long term cooperative relationships with other firms.
These structures can be described as mechanistic or organic. Mechanistic relates to a structure with strong defined management levels and hierarchy, such as bureaucracy and divisionalisation, whereas organic refers to less hierarchical, more fluid organisational structures like matrix and virtual (Taylor and Woodhams, 2016). Organic structures are more suited to today’s environment because they are more dynamic and agile, meaning they can adapt quickly to changes in the market.
The structure of an organisation and internal factors impact on the HR function. Harrison’s model of culture divides organisational culture into four categories: role, task, power and people cultures. A role culture is reliant on formal rules and regulations, usually found in a bureaucracy and divisional structure where there is defined job descriptions and roles. Task cultures are more fit for project-based structures, such as matrix and strategic alliances, where there is specified deadlines for projects. Sometimes there is a conflict of interest within teams as roles and responsibilities are not clearly defined (Dudovskiy, 2014). Power cultures tend to be highly autocratic with a top-down approach whereas a people culture lacks a formal hierarchy and is consensual so slow at decision making. 
Management roles in these varying organisational structures and cultures are very different. Line managers have a very important role in managing people and the day-to-day operations of a department, organisation along with implementing HR policies and practices.  Some, such as in a people culture, lack a managerial role and so this can impact on the function of HR. Bureaucracy and divisionalisation have clear hierarchies and HR is usually a central function with clear input. When there are multiple managers to report to such as in matrix and network structures, the HR function operates more like consultants in the recruitment and development processes than the overseers of the complete personnel objectives. The HR function tends to work within a framework defined by the department manager (Your Business, 2014).
Organisations have structured their HR departments around models such as Ulrich’s ‘three-legged stool’ model involving business partners, shared services and centres of expertise. This concept was developed in the late 1990s by Dave Ulrich who suggested that the HRM function in large organisations is more efficient when divided up into areas of activity (Taylor and Woodhams, 2016). 
HR business partnering is where HR professionals work alongside the organisations leaders to deliver the organisations objectives and tailor the HR approach to support these. Business partners are senior HR professionals and work side by side with operational managers to influence and implement the organisational strategy (Taylor and Woodhams, 2016). Benefits of the business partner role is that they are more aligned with management and can escalate people management issues to be a key focus.
Centres of expertise in the model comprises a team of HR experts who offer their services either to HR business partners or directly to line managers. They diagnose needs and offer solutions to problems. They are detached from the day-to-day business operation which can lead to them not having full knowledge of current situations.
Shared services are based on a relatively large unit within an organisation that deals with all the routine transactional services such as routine administration relating to recruitment, contracts of employment and absence monitoring (Taylor and Woodhams, 2016). This structure is low cost and leans towards the development in technology.
4. 
Organisational strategy is defined as “the plan to achieve a set goal; it creates a direction for the future of any organisation” (StudyMode, n.d.). Strategic planning is vital to effective running, development, and growth of an organisation. James Quinn (1998) regarded strategy as the plan to incorporate an organisations major goal, policies and action into a cohesive whole (StudyMode, n.d.).
There are many model’s you can use in formulating an organisation’s strategy such as Higgins and Vincze, 1993 five stage model.
· Formulation of vision statement, mission and goals. Mission is expected to provide direction beyond the foreseeable future, whereas visions change more frequently, are more detailed and can be specific to a product, programme or project. 
· Determining strategic objectives- these convert the visionary intentions into specific measurable targets (Bloisi, Cook and Hunsaker, 2003).
· Formulation of strategies- To achieve the objectives of the mission and vision statements, strategies are formulated to meet these goals.
· Implementation of strategies- is very activity orientated and takes the efforts of everyone to implement.
· Evaluation and control of strategies- this is important to ensure continuous improvement. Results are measured, assessments made of performance and compared with the target expectations. 
HR’s role in formulating the organisations strategy is to supply information regarding the organisation’s internal strengths and weaknesses. These can be highlighted by doing a SWOT or PESTLE analysis. HR can supply useful information about competitor’s incentive plans and pending legislation on employment law (Your Article Library, 2016). HRM needs to supply the workforce to match the strategy, ensuring utilisation of the human resource in the most effective manner, enabling communication of strategy and goals throughout the organisation.  HRM provides the framework to achieve the long-term business goals. HR needs to manage the labour costs and continually review performance, ensure training and improvement, and enable the competitive advantage (Renu Sebastian, 2013). HR can participate at different levels of an organisations hierarchy, provide insights and information, analyse business performance data, identify risks and prepare policy papers, then communicate these throughout the organisation. Business strategy and HRM are inextricably linked in today’s modern world.
5. 
Strategic human resource management is an approach to managing people which focuses on an organisations long term goal. It is planned and has a coherent framework to ensure that people management works with the overall operation of the organisation to develop the behaviours and performance needed and matching resources to future needs (Houghton, 2020). Individual HR strategies can be shaped by the business strategy because if it is focusing on a service in particular, such as customer service, then HR would adapt its strategy to performance improvement in this area (Houghton, 2020). 
Work force planning is one area of people strategy which involves putting business strategy into action. In a fast-paced economy, planning around human resource is vital to ensure there is scope for quickly adapting to trends and market influences before the competition. Human capital refers to employees, their skills, knowledge and experience and views people as assets rather than a cost (Houghton, 2020). Human capital strengthens strategic HRM by measuring HR interventions and organisational success. It defines a link between HRM and business strategy and how HRM strategies create value through people (Houghton, 2020).
Pfeffer (1994) best practice model for high commitment focused on 16 HR practices to gain competitive advantage through people, which he revised to 7 practices in 1998. Pfeffer argues that competitive advantage through human resources enables an organisation to adapt and innovate (Wisdom Jobs, 2009). The 7 HR practices:
1. Employment security
2. Selective hiring
3. Self-managed Teams
4. High compensation based on performance.
5. Training
6. Reduction of status differentials
7. Sharing of information
This model has been criticised for causing deterioration of employee collaboration due to performance related pay for the individual. The model can be a powerful tool in shaping the HRM process within an organisation (Armstrong 2006).
In a lot of organisations, the link between line managers and the HR function is vital as line managers deal with the day-to-day operations so have direct involvement with their employees, in managing them, scheduling their work, reviewing work, absence, customers, technical issues and development. More accountability has been placed on line managers because trends regarding performance related pay along with individualisation of the employment relationship have arisen (CIPD, 2018). Line managers need to communicate the organisations strategy to all staff to ensure everyone is performing and achieving the results needed. 
There are many external factors shaping HR such as globalisation, labour markets, legislation, public policy and external institutions.
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SWOT and PESTLE on PBE Fuels LTD
The HR function will carry out PESTLE and SWOT analysis’s especially when changing or adding to the organisation’s overall strategy. A PESTLE analysis is a framework used to analyse external influences that effect the organisation:
· Political: Trade restrictions & reform, political stability, tax policy.
· Economic: Exchange, inflation, wage rates, working hours, economic growth/decline, credit availability.
· Sociological: Health consciousness, age demographic, health and safety, career attitudes, cultural norms and expectation, Religion.
· Technological: As new technologies emerge, some replace the jobs of humans, or streamline processes, effecting business.
· Legal: Changes in legislation can impact on employment, resources, import/exports, and taxation.
· Environmental: Ethical sourcing, green trends, global warming, pandemics, and other natural emergencies/ disasters (CIPD, 2020).
Analysing these successfully will mean a more detailed knowledge of what can and might affect the organisations strategy and decisions. The advantage of this framework is its simple and creates an understanding of the wider business context. PESTLE encourages strategic thinking and can provide insight into future threats and opportunities (CIPD, 2020).  There are some drawbacks because sometimes there can be too much data collected, or not enough, meaning poor focus and no specified outcome.
A SWOT analysis identifies the Strengths, Weaknesses, Opportunities and Threats to an organisation or project and is a planning tool to understand these key factors. It analyses both internal and external factors and is beneficial in the strategic and planning process. SWOT offers a type of self-assessment for management that’s simple to use but can be over simplified meaning there is insufficient data to make any decisions based on the findings (SWOT Analysis | Factsheets | CIPD, 2020). 
Summary
The biggest strength of PBE is its staff. They are knowledgeable and committed to the good of the firm because of the family run ethos. The niche market it operates is also a strength, as competition is limited. These are also 2 of the company’s biggest weaknesses. The family ethos blurs the line when it comes to adhering to policies, every member of staff plays a vital role in the day-to-day operation, meaning issues or behaviours are not dealt with due to staff disciplinary leading to business interruption. 
The on-going director dispute, if not resolved soon will cause loss of competitive edge. We need to invest in new technologies, vehicles and explore new renewable energy ventures to move with the times. If resolved new avenues can be explored, better communication and decision making will be in place and renewed investment and drive into the business to move it forward. 
With the Government reviewing the RHI scheme, and it under threat of being stopped, we need to explore other renewable energy ventures and think about possible diversification in the future. 
There is a market out there for biomass, but it needs to be tailored, processes streamlined and develop our own staff, continuing as we are would not be a profitable way to continue if the RHI is removed.
The effect of Brexit has not yet been fully felt and legislation changes to HGV vehicles, access to London etc all pose possible threats to profitability and viability. 
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NOTES:
PBE Fuels LTD
SWOT
Strengths 
· Staff development and CPD
· Communication amongst teams
· Staff retention and incentives 
· Location
· Technology 
· Working on improving internal processes
Weaknesses 
· Organisational planning is reactive rather than proactive.
· Communication as a whole 
· Staff morale
· Budget constraints
· Managing new process difficult
· HR 
· Director dispute
Opportunities
· Pledge to cut carbon emissions.
· Technology improving 
· Workforce planning
· Director dispute resolved.
Threats
· Employee turnover
· RHI
· Increase in competitors.

PESTLE
POLITICAL
· Pledge to cut carbon emissions. 
· UK Pellet Council 
· Brexit 
· COVID
ECONOMIC
· Brexit
· Current economic situation 
· Consumer spending habits
SOCIAL-
· Career attitudes
TECHNOLOGY
· Advances 
· Social Media
· Regulations
LEGAL
· Employment Law
· National Minimum Wage
· Workplace pensions
· Age restrictions
· Health and Safety 
ENVIRONMENTAL
· Pledge to cut emissions.
· Sustainable woodland management
· Transportation

SWOT
Strengths:
PBE actively promotes staff development and ongoing training. If you want to try a different field from your current role, for example from HGV driver to Transport Manager, PBE will encourage this and allow you to gain on the job experience. 
PBE pays well and offers a great work-life balance which leads to staff retention. With the family run firm, give and take along with mutual respect has led to this great balance and understanding. 
The teams have multiple platforms to communicate through, with work phones, WhatsApp groups, company email, Zoom etc. 
Smarter working and streamlining processes using technologies and just doing things differently has led to huge savings in money and time since the star of the Pandemic.
Weaknesses:
Lack of job movement due to high levels of staff retention. People are encouraged to train and develop, but then there is not job opening within the company for the individual to move into, unless it was a role which was previously outsourced. This can lead to employee frustration and then them leaving to find the more advanced role elsewhere which then impacts on the staff morale.
For about 24 months, since the company has been going through director changes, there has been a reactive approach to issues, rather than being proactive. Due to director feud, money is not being invested into new machinery, lorries, equipment meaning we are making do and having large maintenance bills. This has limited our growth as we cannot expand to meet extra demand in market.
HR currently plays a minimal role of administration. Issues are not dealt with as they arise due to every member of staff playing a vital role in the day-to-day operation, so management feels they can’t tackle issues, without creating bigger issues for the company. The give and take family attitude also blurs the line of what is acceptable and allowed and what is not. 
Opportunities:
The Governments pledge to cut carbon emissions, supports our company being a renewable energy company.
More corporate business structure and in-house HR, which will hopefully lead the way for policies to be followed and a more black and white consistent approach with all members of staff.
Director dispute resolved means we can push forward with expansion plans, invest in new machinery, vehicles and technologies and tap into new renewable energy technologies. This will then mean that colleagues have the opportunity to try new jobs roles and move horizontally or vertically inside the company.
Threats:
The threats we face are the ending of the Renewable Heat Incentive (RHI), which is paid to individuals for installing biomass and other renewable energy systems. If this was to end completely then biomass would be unattainable for the majority due to the cost of the heating system. 
Director dispute not being resolved, meaning the business is staying stagnant, giving our competitors the chance to get a leading edge over us by investing in new technologies and vehicles. 
Employee turnover increased due to lack of clarity around the company’s future direction and indecision. 
PESTLE:
Political:
Government pledge to #GOGreen. RHI carried on. Brexit trade regulations. How the ongoing pandemic effects things. Upcoming march budget changes to cover Government spending on pandemic. Taxation.
Economic:
Taxation, Brexit, Spending deficit. How much disposable income the general public has to spend. Unemployment rates.
Social:
Employment attitudes. Career attitudes. How school, college and university closures effect the output and standard of people into the workplace.
Technology: 
New technological regulations, such as traffic London demanding cameras covering all angles on lorry.
Social media platforms and the internet. Ordering and invoicing systems update.
Legal:
Changes in employment law, minimum wage, pension contributions etc.
Changes to driving regulations, hours of work, break requirements.
HGV license changes.
Health changes, requirements? Vaccine for all or no work?
Environmental:
FSC sourced wood pellets. Woodlands managed effectively and sustainably. Ensure enough supply to meet demand but in an ecological benefiting way.
New advances in technology, to cut emissions of lorries which carry out deliveries. New all electric HGV?
