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Activity 1
Compare two different types of organisation and their operational/business purpose.

With the function of Human Resources evolving, HR professionals are becoming more involved in wider business issues and planning. Taylor and Wilkinson (2016) identify that although there are similarities across all different types of organisations, there can be differences determined by internal factors.
The type of organisation includes the sector, size and orientation of the business. The majority of businesses are in the public, private or voluntary sector. There are similarities and differences between the public and private-sector; the main one being that public-sector businesses are to provide a service as opposed to being a profit-making organisation. An example of a private-sector organisation is Bluestone National Park Resort. Bluestone (2019) is family-owned and their vision is ‘to be the UK’s most-loved short break destination’. Their purpose is to make a profit which means reducing costs and maximising revenue, this can impact on the way the business is run as efficiencies need to be made and budgets can be tight. In contrast, an example of a public-sector organisation is Pembrokeshire County Council. This is government-run and seeks to provide services for the Pembrokeshire community such as schools, road management and waste collection. Their mission statement is ‘working together to improve lives in Pembrokeshire’. Their purpose differs greatly from Bluestone as their main aim is not to make a profit, but to provide a service to the people of Pembrokeshire in an effective and efficient manner. Therefore, Bluestone and Pembrokeshire County Council have entirely different purposes which will affect how they operate. 

Assess how business type and purpose affects the HR function.
Bluestone is a large private-sector business with a HR Director, Head of HR and several generalists who have differing responsibilities. Bluestone is revenue-generated so stricter policies are in place to ensure efficiency; HR have to prove they add value as it’s not a revenue-generating department. HR can make savings through initiatives that improve retention or are cost-saving, for example, by avoiding legal costs due to abiding by Employment Law. They can also assist in times when profit needs to be maximised and therefore cutbacks and redundancies arise. There could also be a lack of budget for an increase in employee salaries or benefits so HR would have to ensure employees are kept engaged through other methods. 
In comparison, Taylor and Wilkinson (2016) note that the public-sector often has a large HR team with a director, generalists and specialists. For example, Pembrokeshire County Council has a large HR team with a Head of HR and a team of specialists and generalists who look after areas such as Recruitment and Selection, Employee Relations etc. Their main objective is to improve services and therefore need to maximise efficiency to save the public money. HR are more restricted in the public-sector due to regulation and stipulation. However, it can still be structured in a similar way to a large private organisation. Gold et al (2013) found that organisations in the public-sector were put under pressure due to austerity measures; costs were reduced and efficiencies were made. This led to many organisations reducing their headcount, which a HR team would have to manage, and many organisations re-looked at their need for a HR department and so outsourced instead. Public -sector employees usually belong to a trade union and therefore a union representative will often be involved in procedures such as disciplinaries. 
[bookmark: _GoBack]The type of culture has an impact on HR, therefore an organisation’s Vision, Mission and Culture needs to be considered when undertaking HR activities. Harrison (1972) identified the different culture types as power-orientated, people-orientated, task-orientated and role-orientated. Bluestone has a culture which engages and cares for its employees, and therefore HR strategy must encompass this. For example, in some instances a welfare meeting takes place with an employee prior to disciplinary action; this is then taken into consideration before a formal decision is made. In an organisation with a different culture where tolerance is lower, disciplinaries could be more frequent with harsher outcomes. HR is sometimes transactional, sometimes transformational, depending on the type of organisation. Some, usually smaller, HR teams can be transactional and are therefore more reactive and the majority of tasks are administrative such as creating contracts and dealing with disciplinaries/grievances. However, larger organisations are more strategic and proactive, looking to improve the overall effectiveness of the business through functions such as employee engagement and optimising performance. 

Explain how different organisational structures and management roles can impact on the HR function.
The organisational structure and management roles can have a huge impact on the HR team. Buchanan and Huczynski (2010) identified a number of variables in organisation structure. It depends on whether employees are specialised or generalist; the hierarchy status (whether it’s a tall or flat pyramid), how jobs are grouped, formalisation of policies and how much the decision-making power is concentrated in one place or delegated. 
Kew and Stredwick (2012) acknowledged six models of organisational structure. Bureaucratic organisations are those with a hierarchical structure, or a ‘top-down’ approach, meaning decisions and instructions come from those with power at the top of the hierarchy, and are passed down to those at the bottom. This works well as there are clear career paths for employees and a clear set of policies/procedures which would ensure consistency and fair treatment. However, rules can become complex which could lead to employees/managers being less flexible as the rules are too rigid. It could also be difficult to retain employees due to a lack of empowerment, therefore, HR would need to engage employees through other means.
The next model by Kew and Stredwick (2012) was divisionalisation, this means that there are several bureaucratic structures within the overall organisation with decentralised decision-making. It can enable flexibility of rules across divisions than in a traditional bureaucratic structure, but there can be rigidity once these rules are identified. 
Matrix organisations are more complex and operate when there are several lines of reporting, often for certain projects, and use vertical and horizontal communication which can lead to quick and effective decisions. There is more flexibility of resources, as well as an increase in employee motivation and engagement. However, it can be more difficult to ensure managers are adhering to HR policies/procedures and could cause conflicts between managers as power-struggles can arise; however, the HR function can be used efficiently to help produce consistency throughout the project team and help resolve conflict. 
The next model by Kew and Stredwick (2012) is a network; this is similar to a matrix structure but less formal and used to build relationships between different areas of the organisation. The main strength of this structure is that relationships are improved leading to better communication and more ideas. It can also increase efficiency as all employees are more aware of the wider context of their role. However, it can cause a lack of clarity in the ownership of tasks; therefore, HR need to set clear objectives for each job role. 
Virtual organisations exist when the organisation exists through telephone and computer technology. This can save costs as the organisation does not have to invest in workspaces and employees can work from home or directly with customers. However, it’s difficult to ensure consistency and there could be a lack of relationship between peers and managers. HR in this instance would likely be outsourced. 
The final model was strategic alliance; this exists when organisations work together on a temporary project. Therefore, resources are shared to produce a product/service that benefits both organisations. Contractor and Lorange (1998) identified several benefits of a strategic alliance; a reduction of risk, it enables better value for money through bulk buying, technology can be shared and they gain more of a competitive advantage. However, Kew and Stredwick (2012) suggest there can be communication issues, culture clashes and uneven benefits. In time, strategies could change meaning the alliance is no longer of value, this could also lead to difficult parting terms.   

Explain the role of the HR function in formulating organisational strategy.
As HR has developed from Personnel into Strategic HRM, it now has greater involvement and competency to formulate organisational strategy. Phillips and Phillips (2014) studied which forces have the most impact on an organisation. They concluded that there are many forces which are directly linked to HR such as empowerment and engagement, as well as shifting demographics and work/life balance. Therefore, it’s very important for HR to be involved in developing the overall organisational strategy. Holbeche (2009) concurs, and notes that the evolution of HR moves the function to a leadership role given that their core contribution relates to culture, processes and the people, noting that HR’s own contribution is to ensure that the business is set for success. 
Ulrich (1997) developed the ‘three-legged stool’ model which included HR as having business partners who influence the overall business strategy, working closely with business leaders and line managers. This model identified HR as emerging and a proactive function, focussing on strategic issues and acting as a change agent. The HR director can contribute to the strategy by meeting with board members and those in high positions; HR managers/advisors/specialists can then meet with line managers to discuss how to formulate the strategy, by analysing their findings in relation to the needs of their employees. 
HR are also able to use analytics to help shape the overall business strategy. For example, the analysis of employee engagement surveys and exit interviews can give an insight into what the business needs to change. CIPD (2018) found that HR stakeholders are now more demanding of information and HR therefore must adapt so that they are competent and able to deliver. They note that HR analytics help understand why employees are vital to business success, and therefore needs to be a key focus for the overall business strategy. 
HR can identify obstacles and risks through other analysis such as causes of absence and exit analysis. Looking at these areas can help formulate strategy to overcome obstacles and therefore save costs through initiatives such as retention and engagement strategies. It’s also imperative for HR to make managers aware of relevant legislation and Government policies. 
HR can also be extremely important in communicating with senior/middle managers, as well as other employees. This can help within the strategy as the business culture can include openness and honesty. HR can also help manage change by communicating and working with staff to accept and embrace any changes; this can be crucial to the implementation of the overall business strategy.

Explain how organisational strategy is translated into HR strategy and policy.
Once the overall business strategy is prepared, the HR strategy must be created in line with the overall business objectives. All policies/procedures that HR introduce and adhere to must have both vertical and horizontal integration. Vertical integration is when HR strategy is aligned with business strategy, ensuring consistency; horizontal integration is when HR policies align with each other, for example the L&D policy should align with the Reward and Recognition policy. 
The more that the HR strategy is aligned with the overall business strategy and with its own policy, the more effective the strategy will be, this is known as ‘best fit’ or ‘contingency’ thinking. Porter (1985) created a model of contingency thinking to outline core strategies that organisations could follow to be effective. The first, cost leadership, is commonly used in bureaucratic organisations with limited HR practices and focuses on keeping costs low. This means that wages could be low or employees could be on zero-hour contracts, but those with higher wages are expected to produce high levels of productivity. The second core area, differentiation, is used when an organisation may have a flatter structure, therefore recruiting specialists who receive training and development and are engaged as an outcome. However, this is a more expensive strategy so often used in larger organisations with complex HR practices. The third core area, focus, concentrates on one of the other core areas but using it within a specific area. For example, a car manufacturer may have a lower-quality model of car aimed at one market, and a higher-quality model aimed at another market. The type of strategy chosen will then need to be aligned with the HR strategy, as their policies and practices will differ depending on which strategy they decide on. 
Other researchers identified models of contingency thinking to concur with Porter (1985). Purcell (1989) created the Boston Consulting Model which suggested that HR practices should vary depending on the success of the organisation in terms of market share and whether it’s a growing or declining business. Miles and Snow (1978) is similar in its approach and suggests that HR practices should be different based on the organisation’s competitive strategy; defensive, prospecting or analysing. Taylor and Woodhams (2016) conclude that all contingency models are effective in guiding HR strategy but need to be more contextual and therefore consider variables such as tight labour markets. 
A differing view of aligning HR strategy is resource-based thinking. Taylor and Woodhams (2016) identify this as ‘inside out’ thinking as it looks at the resources the organisation has and then plans a way of protecting, enhancing and reinforcing them to build a competitive advantage. These resources can include the skills/knowledge of employees, type of culture, and reputation. To decide which resources to focus on, Barney (1991) identified the characteristics as valuable, rare, inimitable and non-substitutable. Therefore, HR would develop its strategy to protect these resources; for example, an employee that is extremely knowledgeable and skilled is hard to replace so HR would have to make sure the individual was engaged/rewarded.
Therefore, there are several methods of shaping a HR strategy and organisations should use the one that suits their needs. However, it should always be aligned to the overall business strategy. 



Activity 2
SWOT and PESTLE analysis conducted on Puffin Produce (2019). 
SWOT Analysis
Strengths:
· Strong brand – USP (Pembrokeshire) 
· Short supply chain 
· Willing workforce – high productivity
· Strong financial position
· Innovative
Weaknesses:
· High turnover
· Skillset is relatively low 
· Lack of employee engagement 
· Lack of contingency for poor weather 
Opportunities:
· SAWS Scheme (Brexit) - employ agricultural workers outside the EU
· Utilise new technologies - become leading edge
· Expand through diversification
Threats:
· Weather affecting growth/quality of produce affecting reputation amongst suppliers and customers
· Buying trends – quick and easy to prepare
· Competitors could decrease their prices 
· Buyer cost reductions 
PESTLE Analysis:
Political:
· Brexit deal - farmers benefit from EU funding 
· Changes in Government leadership could affect legislation for small businesses
· Planning Council can prevent expansion
· Labour market shortages – Government actions affect skills gaps
Economic:
· Inflation – can impact on prices they charge and the costs associated with running the business. 
· Recent recession - consumers feel uneasy
· Labour costs determined by NMW increases 
· Brexit - economic stability of the UK 
· Labour markets - difficult to recruit employees with the required skills 
· Globalisation – exit from the EU could encourage supermarkets to buy internationally
· Service-oriented skills emerging rather than manufacturing skills
Social:
· Consumer buying habits - large focus on healthy eating 
· Consumer spending habits – uncertainty of Brexit could lead to people spending less 
· Single-person households increased - more flexible working needed 
· Growing population – more customers and potential employees
· Ageing population – pension age increasing, employees working longer
Technological:
· Need to make more use of social media 
· Need to increase usage of AI in other areas to improve efficiency.
· Increase in cyber crime 
· Electricity usage increasing
Legal:
· Consumer law such as the Trade Descriptions Act 1968 
· Compliance with the Health and Safety Act 1974
· Employment law such as the Equality Act 2010 
· Contractual changes due to automation (less hours, change of job role)
· Modern Slavery – need to be abide by the law and use best practice, both internally and within the supply-chain
Environmental:
· Weather affecting growth/quality of produce affecting reputation amongst suppliers and customers
· Aim to reduce carbon footprint
· Focus on reducing, reusing and recycling across all aspects of the business
· Increased pressure to reduce plastic consumption
· Sustainability of energy sources
This analysis has an effect on the HR; it’s their responsibility to ensure the organisation’s compliance of employment law. They will need to train/develop staff to reduce the skills gap due to recruitment challenges within the small pool of talent in Pembrokeshire. Due to HR emerging into SHRM, they will have to keep up-to-date with the external factors affecting the organisation so it can input into the overall business strategy. With an increase in AI, the HR team would also have to manage possible redundancies and changes to contracts. Those overseeing learning and development would have to make sure employees are competent at their job and aware of any changes to Health and Safety Law. 
SWOT analysis is identified by Taylor and Woodhams (2016) as a rational approach to forming a strategy that identifies both internal and external factors that can affect an organisation; the analysis can help formulate goals, aims or objectives. It is useful for identifying possible problems so plans can be made to overcome them, whilst identifying the strengths and opportunities so these can be built on. PESTLE analysis is also a useful tool; Aithal (2016) suggests that it gives an overall view of the whole environment from several angles and is useful when deciding upon an idea/plan. However, it’s easier to focus on the negatives rather than the positives; and the external factors rather than the internal factors.  
In conclusion of these two analysis tools, it appears that Puffin Produce has many strengths and opportunities which can be developed to expand the business. However, it must take threats such as the impact of Brexit into account. Weaknesses should be minimised with activities to improve employee engagement and develop the staff, and therefore reduce the turnover and close the skills gap.  

  


Activity 2 – Rough Notes
Puffin Produce – Private Sector

SWOT Analysis

Strengths:
· USP
· Strong brans
· Willing workforce
· Short supply chain for main product
· Strong financial decision
· Innovative

Weaknesses:
· Turnover
· Skillset of workforce
· Limited knowledge 
· Lack of contingency for bad weather
· pool of talent, new ideas
· underdeveloped and emerging talent pool
· Employee engagement

Opportunities:
· New technologies – leading edge
· Expand to diversify
· Brexit – SAWS (agricultural workers from outside EU)

Threats:
· Limited external applicants (lack of qualified people)
· Competitors
· Buyer cost reductions
· Weather
· Buying trends
· Brexit

PESTLE Analysis

Political:
· UK government / Welsh government
· Local taxation
· Planning council

Economic:
· Exchange rate
· EU funding (Brexit)
· Inflation
· Labour costs

Social:
· Consumer buying habits / lifestyle (move to alternative or pre-packed)
· Flexible working
· Growing population
· Ageing population (older staff)
Technological:
· Social media not used much 
· Need to use AI in other areas
· Cyber-crime – need to invest in internet protection software
· Electricity usage increasing – need to find a way of reducing cost
Legal:
· NMW/NLW yearly increase
· Increase in pension contributions
· Holiday pay changes in law
· Contractual flexibility (peak periods)
· Increase in flexible working requests
· Contractual changes due to automation
· Modern Slavery – compliance internally and throughout supply chain
· Health and Safety Laws – ethical and legal compliance
· Limited company laws
Environmental:
· Weather affecting growth/quality of produce affecting reputation amongst suppliers and customers
· Aim to reduce carbon footprint
· Reduce, reuse, recycle 
· Increased pressure to reduce plastic usage
· Pressure from consumers/retailers to use sustainable energy sources

- 
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