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Introduction
The National Health Service (NHS) was launched in 1948 out of the idea that a good healthcare should be available to all, regardless of their wealth. This has become one of the core principles of the NHS today. Except charges, such as prescriptions, optical services and dental services, the NHS in England remains free at the point of use for all UK residents. This currently stands at more than 64.6 million people in the UK and 54.3 million people in England alone (NHS, 2019).
The NHS is one of the largest employers in the world, with more than 1.5 million employees putting it in the top five of the world’s largest workforces. The NHS in England is the biggest part of the system by far, employing around 1.2 million people. Of those, the clinically qualified staff include 150,273 doctors, 40,584 general practitioners (GPs), 314,966 nurses and health visitors, 18,862 ambulance staff, and 111,127 hospital and community health service (HCHS) medical and dental staff (NHS, 2019). On the other hand, the NHS in Scotland, Wales and Northern Ireland employs 161,415; 84,000 and 66,000 people respectively (NHS, 2019).

Human Resource Management in the NHS
The aim of the NHS is to provide a quality healthcare. Pope and Burns (2013) state that, in any health service the behaviour of staff and their interactions have a huge impact on the quality of care provided, as well as affecting the health and well-being of individual employees (Pope & Burnes, 2013). This indicates that Human Resource Management (HRM) plays significant role in the success of NHS as an organisation and the quality of the care it provides. Hence, we can argue that Human Resources is the core competency of the NHS, and the organisation relies on Human capital to be efficient and successful.
Armstrong states that, Human Capital is “the prime asset of an organization and businesses need to invest in that asset to ensure their survival and growth” (Armstrong, 2006). Therefore, it is essential that the HR management in the NHS designs a human resource strategy that can be integrated with the overall strategy and the objectives of the organisation, so that the organisation can attract and recruit talented staff and utilise their talent to achieve the organisation’s goals efficiently. 

The NHS has set policies and procedures that ensure the organisation’s objectives are achieved. As the staff are exposed to a very confidential information and are also entrusted to the care of patients, the policies and procedures set by the organisation ensure that the staff they hire are trustworthy. For example, prior to employment pre-checks are conducted on every individual such as background checks, Criminal record checks, professional registration and qualification checks and occupational health checks etc. The HR department of the NHS is responsible of implementing the HR activities of the organisation in accordance with the policies and procedures of the organisation and employment laws of the UK.

HR Activities and the impact on the NHS performance
Like any other organisation, the NHS must carry out HR activities which are crucial to the organisation. The most important HR activity of the NHS is people resourcing. 
People resourcing is ensuring that the organisation obtains and retains the human capital it needs and employs them productively, by integrating business and resourcing strategies through proper HR planning (Armstrong, 2006). For the NHS this is the heart of their success. 

The main HR activities of the NHS include:
Recruitment and selection: This is to analyse the jobs available and to find and select talented and qualified individuals that can fulfil the jobs. This HR activity is the utmost important activity for the NHS, as the actions of employees they hire have severe consequences on their patients. 
In the recruitment and selection, the NHS finds the job description to be the most important part, so that applicants understand their duties and responsibilities, and also as it determines together with person specification the banding of the job, which for the NHS determines the pay. Therefore, the organisation has template and guidance in place which is used when job descriptions are drawn up. The template and guidance are used to create the job advert and covers all parts of the advert such as job description, person specification etc.
In terms of selecting candidates the person specifications are carefully matched with that of the candidate and a good match plays crucial role in selecting the candidate. Hence, the HR is required to follow the template and guidance setup to create the job advert prior to advertising the job, as this has significant influence on whether the person gets the job and their pay category (Band). 
 
Equal employment opportunity: This HR activity requires organisations to comply with equal employment opportunity laws and regulations. 
The NHS as an organisation realises the importance of this activity and thus have created the Equality and Diversity Council (EDC), which works to provide visible leadership on equality and diversity issues across the health service and to support the NHS to become a more inclusive employer (NHS, 2019). 
As of March 2018, the number of NHS staff was higher in every ethnic group compared with September 2017. Compared with September 2017, the percentage of staff from the Asian, Black, Chinese and Mixed ethnic groups increased slightly (by between 0.1 and 0.3 percentage points) and decreased slightly (by 0.5 percentage points) for the White ethnic group; it was unchanged for the Other ethnic group (NHS, 2018).

Employee and labour relationships: A research by Pope and Burns (2013) found that there was a culture of intimidation and negative behaviour between the NHS staff, and an inadequate organisational response to the problem. It was evident from their research that, senior managers in the NHS were very much focused on the protection of the organisation’s image which led them to be in a denial state and to silence problems that arose between the staff. This behaviour from the senior management had distorted their ability to address problems and to learn (Pope & Burnes, 2013). 
To have better employment and labour relations, the senior management in the NHS should be open to listen to their staff and to resolve issues that arise between them, instead of silencing and supressing the issues to protect the organisations image. As leaders they must maintain effective relationship with their staff (Armstrong, 2016).
Since then, in 2016 the NHS has taken efforts to improve its shortcomings, for example by including its policies and procedures a process which enables employees at different levels in the organisation to raise any concerns they might have directly to the senior management and promising to listen to the staff’s concerns. 
Talent management: 
Talent management is one of the NHS’s most important HR activities, as the organisation’s success relies on its people and as their performance has impact on the quality of service the organisation provides. Pilbeam & Corbridge (2010) state that talented employees are in demand, and thus, organisations must consider ways to attract them by becoming employer of choice through the creation of a strong employer brand (Pilbeam & Corbridge, 2010). 
The NHS recognises the needed for effective talent management, and thus have created the leadership academy. The academy encourages people at every level in the organisation to make self-developments and have created tools with an inclusive national approach to talent management for all the NHS staff. The tools consider the potential and value staff bring to their current roles and their future potential in the NHS (NHS Leadership Academy, 2019). Staff behaviour and performance are rated and assessed and then put in to one of three categories which are Green for those in the ‘Ready Now’, Purple for people that need some improvement and Blue for individuals that need more development to reach their potential in role (NHS Leadership Academy, 2019). 
In 2017 the NHS started the staff retention programme which focuses on understanding the workforce, offering them flexibility and engaging with them effectively etc. This programme has improved the organisation’s turnover. Since the start of the programme the average turnover has fallen from 16.2% in June 2017 to 15.2% in March 2018. Thus, the organisation plans to enhance and further implement the programme (NHS Leadership Academy, 2019).

HR Environment and the Challenges faced by the NHS
The environment in which organisations operate changes constantly. Change is eminent and organisations have no influence on that, and therefore must find ways to positively respond to changes when and as they occur. As the environment in which the NHS operates changes, the organisation is faced with different HR challenges. Hence, the way in which HR is managed in the NHS also changes. As these challenges affect the way NHS employs people, they need to respond to the challenges they face affectively. The HR environment and challenges faced by the NHS can be divided into two categories of external and internal environment which are interconnected using the Warwick model of HR by Hendry and Pettigrew (1990).  
Hendry and Pettigrew (1990) argue that there are five interconnected elements which can be used to analyse the impact on the internal and external environment of the HR of an organisation and these environments contribute to the increase of organisational performance (Hendry & Pettigrew, 1990). 
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External HR environment changes and challenges using Warwick Model
Based on the Warwick model, the external environment (outer context) changes and challenges faced by the NHS include socio-economic forces and changes in technology that have impact on how people work, and political-legal changes that particularly affect the employment laws. 

Socio-economic forces
The NHS is an organisation with many stakeholders including the government. The organisation is literally funded by the taxpayer’s money. As a tax-funded organisation, the NHS depends on the performance of the economy, as there will be cuts to funds the NHS receives if the economy is not performing well, which will create challenges for the NHS and have consequence on its ability to make recruitment of staff attractive, specifically that of the EU doctors and nurses.

Political-legal forces
The NHS is one of the largest employers in the world with 1.5 million employees. One of the biggest challenges faced by the NHS is its ability to recruit and retain adequate staff, particularly nurses and doctors. Health expert organisations, The King’s Fund, the Health Foundation and the Nuffield Trust, have published a joint report in which they say that in 2018 the NHS in England was already short of 100,000 staff of which 10,000 are doctors and 40,000 are nurses. The experts estimate that the staff shortage gap could rise to 250,000 by 2030, if the NHS continues to lose staff and cannot attract skilled workers from abroad (Nuffield Trust., 2018) .  
A large proportion of the NHS employees are from abroad. One major contributor to the diverse workforce of the NHS are employees from the European Union (EU) member states. In fact, 5.6% of the total NHS workforce are from EU countries, including 10% of doctors and 7% of nurses (Baker, 2018). This indicates that the number of EU doctors and nurses working for the NHS is large and that EU workers contribute to the healthcare service in the UK.
In a 2016 referendum the UK had voted to leave the European Union. This means that depending on the terms in which the UK leaves the EU, the UK’s exit from the European Union could potentially reduce the ability of EEA/EU qualified doctors and nurses to work in the UK (Esmail, et al., 2017).  Fahy et al., identify that Brexit will have major consequences particularly for healthcare workforce, with major effects on recruitment and retention of EU nationals within the NHS. In their research they point out that it will be very difficult for the UK to be self-sufficient in the NHS or social care workforce in the foreseeable future (Fahy, et al., 2017). This is evident from the figures in the House of Commons library report, which states that the overall percentage of EU staff in the NHS has changed since the UK voted to leave the EU. Since the referendum in 2016, the number of EU citizens joining the NHS have declined from 10.9% of all staff in 2015/2016 to 7.9% of all staff in 2017/2018. Whereas, the number of EU citizens leaving their current job at the NHS have increased from 6.5% of all staff from 2015/2016 to 8.1% of all staff from 2017/2018. The change between prior to and post the referendum, can be attributed to the impact Brexit had on EU nationals and thus, contributes to the overall staff shortage the NHS is facing now (Baker, 2018). 
Fahy et. al. argues that “Brexit might make the UK less attractive to health workers from the rest of the EU because it could undermine their legal entitlements and those of their families. These entitlements include not only residency rights but also the right to not be discriminated against on nationality grounds when entering the UK; access to employment, housing, and other benefits, including access for their children to primary, secondary, and higher education; accumulation and transfer of pensions, social security, and welfare; the right to health care
anywhere in the EU on retirement and when visiting their home country (e.g., for childbirth); some democratic rights, such as voting rights in local elections; and mutual recognition of qualifications from any EU country (subject to linguistic competencies) (Fahy, et al., 2017).
As an EU member, EU employment laws are applicable in the UK. However, post Brexit the UK will have its own employment laws, although these will be more like that of the EU. Nevertheless, the changes in employment laws is one of the issues that make working the UK less attractive for EU workers, as they lose the protection that comes from European Court of Justice (ECJ) should there be a dispute (Fahy, et al., 2017). 

Technological
The change in technology is not a major issue for the NHS compared to the political-legal factors. Nevertheless, the NHS will require to train its employees. Technological changes might create new roles as the organisation will need people with adequate skills on how to operate new machines that operate on new technology. 

Internal Environment Forces in the NHS
The internal environment factors that influence the NSH include:
Type of organisation and financial circumstances: The NHS is public sector organisation with different stakeholders. The government is the major stakeholder and has significant influence on HR policies and procedures in the organisation. For example, the government has substantial influence on how the NHS funds are spent and can cut or increase funds received by the NHS.
The type of people employed: This has major influence on the NHS, as the organisation’s success depends on the performance of the people it employs. To respond to this, the NHS is making efforts to develop and improve its staff continuously through its leadership academy. 


Conclusion
In conclusion, the main external environment factor that has the largest impact on the NHS, its recruitment policies and procedures is the political-legal factor. The change in the pollical factors has led to changes in the employment laws and the NHS’s ability to recruit and retain EU employees, which are substantial part of the NHS staff. 
Over all, to respond to the challenges the NHS is facing, the organisation has taken some actions, such as setting up a retention program, which enables them to retain talented employees, and trying to become employer of choice through employer branding by providing attractive benefits such as flexibility at work and career development opportunities provided through NHS leadership academy.    
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