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Introduction
This paper will accompany a discussion at a CIPD Branch event addressing the evolving role of HR in the contemporary business world, as part of a delegate pack. 
The Coleg Cymraeg Cenedlaethol
The organisation that will be used throughout this paper as a case study to demonstrate the models and theories in practice will be the Coleg Cymraeg Cenedlaethol (the Coleg). The Coleg is a third sector organisation, currently funded by Welsh Government to work nationally with the universities and colleges across Wales to enhance Welsh medium provision across these sectors. It currently employs 24 members of staff across three offices and has a Board of Directors representing the sectors.
The Coleg’s management structure
The Coleg’s management structures has a Chief Executive and three senior managers. One of the senior managers is responsible for HR, which demonstrates a recognition of the importance of HR having a voice at the highest level of the organisation’s management. CIPD (2017f) refer to types of strategies such as those that are deliberate ensuring vertical alignment of policies and activities across all departments and functions in achieving the main goals. The emergent strategies are not as planned as the deliberate strategies. With a more flexible nature, more often than not they adapt to the changing markets needs such as the technology sector (CIPD, 2017f). The Coleg’s strategy is a deliberate strategy that also aligns itself with the policy direction of the Welsh Government.
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Strategy
Strategy has been defined by numerous academics and while Tyson (1995) defines strategy simply as a set of ideas, practices and policies adopted by management to achieve the people management objective, Quinn (1980) defines it as a pattern or a plan integrating the organisations main goals, actions and policies coherently. Both definitions imply the need to have an end (organisational goals) achieved by utilising resources and implementing actions leading to the organisational goals. Strategy includes the formulation, implementation and evaluation processes (David, 2011).
Strategy formulation
While the formulation process sets out what is to be achieved, the implementation phase is the process of actioning the resources, completing numerous tasks and goals. Delery and Dory (1996) refer to three HRM perspectives in strategy formulation, these are (1) universalistic – best practice; (2) contingency – best fit; and (3) configurational – holistic approach. The figure below demonstrates a strategic HRM model where both the strategic HRM and the strategic choice both feed into HR strategies and strategic management for a holistic approach.
[image: ]
   Figure 1: Strategic HRM Model (Source: Armstrong, 2012)
Organisations approach strategy formulation depending on the markets or service areas that they operate within. The Coleg’s strategy is linked tightly to the Welsh Government’s policies as it is funded by the Welsh Government its objectives are aligned. The Coleg also contributes significantly to the goals set out in the Welsh Governments’ Cymraeg 2050: Welsh language strategy.
Strategy implementation
Alexander (1985) identified five features appearing in successful strategy implementation, these are (1) communicating; (2) starting with a good idea; (3) gaining employee commitment and involvement (4) providing sufficient resources; and (5) developing an implementation plan. It can be argued that features (1), (4) and (5) are all planning elements while (1) and (3) are communication and engagement features of such a plan.
HR works with the people aspect of the business and similarly when it comes to implementing a strategy, HR’s role is to ensure that there are relevant HR strategies, activities and solutions in ensuring that the recruitment, selection, deployment and appraising of the people within the workforce are implemented to a satisfactory standard. HR therefore has to understand the business fully and the external context that affect the business. It is essential that HR communicated these insights to the Management Team as part of influencing strategy.
Porter’s (1985) generic strategies model is a best-fit model and addresses the source of competitive advantage and scope. It looks at the cost and the differentiation, for example a business in the bottom left square of the figure below would be demonstrating a cost-minimisation in a focused market. The cost leadership aspect of the model looks to minimise cost to the business in delivering its service or product, rather than the price paid by the customer. Cost leadership is about ensuring value for money and differentiation addresses what is achieved through quality enhancement or innovation. The focus feature of the figure uses cost leadership or differentiation in a niche market. The types of HR policies and practices that need to be in place in order to effectively to support the three of these will differ. 
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Figure 2: Porter’s Model 1985 (Source: Mindtools.com)
A strategy will layout the incremental processes rather than provide a detailed account of how these will be achieved. It is a high level document that sets out the business’ vision. The HR strategy must align with the business strategy and the business’ main objectives. (CIPD, 2017f)
Corporate responsibility, ethics and accountability
Kaptein and Wempe (2002) discuss the idea that organisations are responsible for their decisions. HR often make decisions that pose ethical questions in dealing with people and workforce issues. Despite some corporate responsibility stemming from legal requirements such as the Health and Safety at Work Act 1974, Employment Law and the General Data Protection Regulations, some organisations take on corporate responsibility by only sourcing their products ethically.
Winstanley’s (1996) ethical framework refers to elements such as (i) basic human, civil and employment rights; (ii) social and organisational justice; (iii) universalism by treating individuals as ends in themselves; and (iv) community of purpose, thus treating employees as stakeholders. The CIPD Code of Conduct demonstrates that as a HR Professional there is a requirement to behave ethically and observe the high standards of conduct while maintaining integrity. Furthermore CIPD (2017g) notes that ethical cultures are essential in allowing businesses to move their focus from short-term profits to long-term sustainability with the aim of ensuring that work benefits all, from employees to the shareholders.
CIPD (2015b) published a research review on ethical decision-making and refer to eight perspectives on workplace dilemmas. These perspectives are offered as lenses to aid ethical decision-making by describing possible ways of thinking about work from a philosophical angle. Eight lenses are defined and it is emphasised that neither one is correct or incorrect, but simply a tool offering different perspectives on work dilemmas. These eight lenses are seen below.
	(1) fairness;
(2) merit;
(3) markets;
(4) democracy;
(5) wellbeing;
(6) rights and duties;
(7) character; and
(8) handing down.


The HR Function
The HR function can be structured in a variety of ways for numerous reasons. The centralised approach allows the support from HR by a central team, while a decentralised approach sees HR carried out by individual departments. The Coleg has a centralised HR team but also outsources specific services such as occupational health and provides a self-service function for tasks such as updating personal details and holiday requests through HR software.
Ulrich’s three-legged stool model demonstrates another type of HR function – the shared service approach (CIPD, 2017h) which combines a variety of the above functions. This approach has a HR business partner providing support to departments and are then supported by a centralised entity handling the more routine HR services such as administration, payroll and absences. The centre of excellence seen in the figure below tends to be a small team of individuals that have specialist knowledge. The strategic business partner is a senior HR professional that would influence, steer and implement strategy through working with line managers. Together, these three aspects hold up the HR function in an organisation.

[image: https://www.cipd.co.uk/Images/hrbp-3leggedstool_tcm18-25680.jpg]
Figure 3: Ulrich’s three-legged stool model
– where HR is split between three areas of expertise
(Source: CIPD 2017h)
HR professionals understand how the business operates and ensures that the values are maintain to achieve the organisational goals. Using data and evidence to gain insights, the HR professional is able to support strategies and business cases. The HR professional will often ask the right questions and connect the purpose with the impact to create the most value. A HR professional will always have integrity and by abiding to the CIPD Code of Conduct, it will challenge when necessary using evidence and its relationships to influence appropriately. (CIPD, 2017h)
Price (2011) refers to Guest's (1989, 1997) model of HRM as a prescriptive model as it assumes that HRM is significantly different from personnel management that derives from strategic management. The 6 dimensions of Guest’s model can be seen below –
	· HRM strategy
· HRM practices
· HRM outcomes
· Behaviour outcomes
· Performance outcomes
· Financial outcomes


Benefits of this model include linking the behaviour and commitment of employees to the strategic management goals. It ties a collaborative relationship between the employee and the organisation. However, it does not ensure that the performance of the employee or the organisation will be high.
Tools for analysing the business environment
SWOT
A SWOT analysis originated by Humphrey in the 1960s, is a way in which a business is able to analyse the internal environment by gathering its strengths, weaknesses, opportunities and threats. It often includes aspects such as the organisation’s financial situation, reputation and the organisation’s performance. It is essential to only accept precise and verifiable statements in a SWOT analysis and the lists should be prioritised to ensure that energy is allocated effectively (Mindtools, 2017d). The SWOT tool is often used as part of a planning process in both business and strategy and is insightful in understanding an organisation and decision-making for all types of situations.
	Strengths
	Experience and knowledge of the HE[footnoteRef:1] sector [1:  Higher Education] 

Knowledge of Welsh medium provision in Wales
Strong relationships with HE sector
Quality and competence in the HE sector
Reputation


	Weaknesses
	Experience and knowledge of the FE[footnoteRef:2] sector [2:  Further Education] 

Market awareness (FE)


	Opportunities
	New sector
Develop relationships and networks with FE sector
Developing Welsh medium provision in a new sector
Reputation
New trends (PESTLE)


	Threats
	Reputation
Financial situation of universities – impacting on financial situations of universities and staff cuts resulting in networking contacts being lost. 



Table 1: SWOT Analysis of the Coleg Cymraeg Cenedlaethol
The advantages of the SWOT tool is that it is a simple framework that helps identify strengths and weaknesses and allows the organisation to identify opportunities that it can build upon and weaknesses that need strengthening. It also allows for the examination of both internal and external factors. However, disadvantages of this tool include it being too simplistic and key factors may be missed. In order to get the best from it, it needs to be undertaken regularly and include a variety of different perspectives.
PRIMO – F
PRIMO-F is a development of the SWOT tool and created as part of research at Durham University Business School (DUBS), into what makes an organization and its management effective and demonstrated by the equation below (Morrison, 2010).
Organisational Growth Effectiveness = Performance to date * Potential for the future
The PRIMO-F framework stands for (1) people; (2) resources; (3) innovation; (4) marketing; (5) operations and (6) finance and it measures the internal factors or to benchmark against other organisations.
	People
	Networking with universities to develop Welsh medium provision in the HE sector.
Link with employers to develop Welsh medium work-experiences for students.
Strategically lead Welsh medium-provision effectively across Wales.


	Resources
	Knowledgeable workforce
3 office locations to cover Wales
Strong leadership.


	Innovation
	Developments in Welsh medium  provision including the use of video-conferencing to reach a wider audience
Continuous improvement ethic for all processes.


	Marketing
	Regular contact with schools to raise awareness of Welsh medium provision in the HE sector
Board of Directors across the HE sector
Academic Board to ensure information and developments are addressed and communicated.


	Operations
	Strong management structure
Board of Directors
Academic Board
Regular monitoring meetings with Welsh Government and universities.


	Finance
	Welsh Government funded body.
Scholarships for students
Formulated subject grants as per the Academic Plan.



Table 2: PRIMO-F tool based on the Coleg Cymraeg Cenedlaethol
The advantages of the PRIMO-F tool it is far more detailed and structured than the SWOT analysis. While maintaining an element of simplicity it allows a business to address specific areas such as resources and finance. It is a culmination of the main elements in understanding the business’ situation at present and towards the future. However, disadvantages of this tool include it being as open as the SWOT tool and the need to have numerous individuals to take part in the analysis to get a fuller understanding of the business and its direction.
PESTLE
PESTLE is a useful tool to analyse the external influences of an organisation and stands for the following elements – political; economic; social; technological; legal; and environmental. It allows an organisation to identify key issues that may affect the business and analyse the potential impact it may have on the organisation (Mindtools, 2017c). It therefore allows an organisation to respond to these impacts foreseen on a local, national and global level. A PESTLE analysis should be done collaboratively and not in isolation to obtain the most effective results and can be incorporated into an ongoing process to monitor any changes in the business environment (CIPD, 2017e).
	Political
	Economic
	Social
	Technological
	Legal
	Environmental

	Welsh Government Welsh Language Strategy with the aim to reach 1 million Welsh Speakers by 2050 aligned with the Coleg’s role.
Minister for Education accepting the recommendations of a Task and Finish Group to expand the Coleg’s remit to FE.
Brexit – Potential cuts to universities that could lead to staff cuts and a breakdown of the HE network with the Coleg.
Consultation on amended the Welsh Language Measure (2011) could impact on the Coleg’s business and remit.
Political change at UK level.
	Increasing inflation rate leading to an increase in the cost of living for students.
University fees.
A downturn in the economy may negatively affect the number of students studying.


	Cultural trends.
Social pressures.
Expectations of stakeholders.
	Developments in online learning allows students to study at home rather than attend a university.
E-learning developments.
Cost of implementing new technologies
Technological infrastructure

	GDPR changes in data regulations affecting data sharing with universities and colleges.
Welsh Language Measure (Wales) 2011 under consultation.
New legislation
Brexit and the changes following the UK’s exit from Europe.
Compliance with regulations.
Accountability

	Sustainable development
Location of the offices
Travel by staff and environmental factors due to this.


Table 3: PESTLE analysis of the Coleg Cymraeg Cenedlaethol
The advantages of the PESTLE is that it is a simplistic tool that allows a better understanding of the wider environment of the business and pushes towards strategic thinking. While it can assist a business to anticipate threats and spot opportunities, the data used may be based on assumptions that are later discovered to be unfounded. The disadvantages include the data used that can on one side be simplistic and or alternatively there may be too much data. Once again, the PESTLE would need to be undertaken regularly to ensure the most current data and information.
Porter’s five forces
Porter’s five forces model was created by Porter of Harvard Business School in 1979 with the aim to analyse the attractiveness and the likely profitability of an organisation (Mindtools, 2017e). The figure below outlines the 5 forces that are (1) competitive rivalry; (2) supplier power; (3) buyer power; (4) threat of substitution; and (5) threat of new entry.
[image: https://www.mindtools.com/media/Diagrams/porters-five-forces-1-new.jpg]
   Figure 4: Porter’s five forces (Source: Mindtools, 2017e)
As this model concentrates mainly on rivalries it is not as relevant for the Coleg as the other tools. Despite this, it’s important to acknowledge it usefulness in understanding the external factors that may impact the business environment of the organisation. The table below outlines Porter’s five forces in the context of the Coleg. Advantages of this model is that it provides a fuller image of the business environment surrounding the organisation that allows for the business to better understand the competition and profitability and can be seen to be extremely beneficial in the private sector. Disadvantages include that it only provides a snapshot of the market or industry and that it is not suitable for all sectors, for example the third sector and that it examines the external factors only.
	Competitive rivalry
	Currently no rivalry as the Coleg is the only organisation currently leading Welsh medium provision of HE in Wales through Partnerships with the university and funding by Welsh Government.


	Supplier power
	From a supplier point of view, the funding comes directly from Welsh Government. However the impact of student numbers and fees affects what courses the university can run. This has a secondary impact on the Coleg and the Coleg’s work.


	Buyer power
	Though the Coleg doesn’t have ‘buyers’ as such, the universities have students paying fees, which impacts on their Financial situation as does funding from other sources such as the European Union. This has a secondary impact on the Coleg.


	Threat of substitution
	A recent task and finish group set up by Welsh Government provided a set of recommendations to enhance the remit of the Coleg from HE to FE also. It demonstrates the lack of threat of substitution for the Coleg’s work.


	Threat of new entry
	As with all organisations the threat of new entry will always be apparent. In the case of the Coleg the funding would have to be allocated to a new entity which is unlikely at present.



Table 4: Porter’s five forces and the Coleg Cymraeg Cenedlaethol
Factors impacting on an organisation and a HR function
Following on from researching the above models based on the Coleg, two internal factors and 2 external factors have been addressed in more detail below.
People (Workforce)
HR have an important role in ensuring that they understand the people who work for the organisation. This knowledge will allow better business planning by knowing where the skills, strengths and weaknesses of the workforce lie. HR have a role in ensuring continuous development across the organisation and potentially being a mediator between employees and their line managers if any issues arise. Lack of an understanding by HR about the people and how it matches to the achieving the organisation could lead to lack of motivation and lack of organisational performance.
Management structure
The HR Senior Manager within the Coleg is also Secretary to the Board of Directors. This provides consistency and awareness across stakeholder engagement. HR can benefit from this type of management structure by enabling conversation between the right people at the right time. When issues or development are raised the HR professional is in a position to manage the situation, gather the relevant evidence and communicate with those required. The HR function is at the highest strategic level, ensuring vertical alignment of HR and business strategy.
Political
Political factors are referred to in PESTLE and this has a significant impact on the Coleg. On a local level, the Coleg is currently funded by Welsh Government and if the political direction of support for Welsh medium provision in the HE and FE sectors were to change the impact would be significant to the Coleg. On a larger national level any political changes to fees or English university funding could have a great impact on the Coleg’s work. If fees are lower in England, less students may study in Wales and vice-versa. On a global level, Brexit impacts greatly on the Coleg as universities are heavily funded for their research through European funding. With less funding, universities will not be able to provide the current provision. On the other hand, it may be an opportunity and universities will look for more innovative ways of plugging the funding gap.
Globalisation
Globalisation has allowed for interconnectivity throughout the world with freer movement of capital, goods and services (BBC Bitesize, 2014). With technological developments alongside globalisation it has allowed the HE sector to develop e-learning further. However the impact of the Brexit vote has been accused of causing a sharp dip in the number of foreign students for long-term study at UK universities (The Independent, 2017). The 41,000 drop in student numbers demonstrates how significant factors, such as a political vote, can affect a sector as a whole.
Business performance
HR has a vital role to play in business planning in ensuring that the employees are seen as a valuable resource for the organisation. Finnis (2010) refers to the limitations of the more traditional HR metrics such as quantifying the impact of HR processes and the success or failure of HR initiatives. Despite this, many HR metrics such as absence rate are HR data metrics that are still collected by the Office for National Statistics (2017). A modern approach to HR metrics is HR analytics which is the use of data about people in an analytical process in order to solve a business problem in order to ensure that the organisation is gaining value by using relevant data and evidence (CIPD, 2017i). Despite there being three levels of HR analytics capability, most organisations only tend to reach the first level of descriptive analytics. Similarly to project management, the HR analytics process needs to be structured that beings with a plan, followed by design, data collection and analysing a report of the findings and an evaluation (CIPD, 2017i).
HR and the change management agenda
Organisations are constantly evolving today and this can be driven by a specific factor such as a technological change in the market or it can be a subtle development such as more efficiency within a process. HR has an important role in change management to ensure that “organisation (re)design, due process, employee voice and clear communication” are addressed appropriately and efficiently (CIPD, 2017j). There are many models of change to aid effective change management concerns with what is controllable (business processes) and uncontrollable, (people and the meanings people attach to processes).
Lewin’s model of change has three stages, these are (1) unfreezing; (2) movement; and (3) refreezing. A required change can be implemented by addressing these stages. The process begins with creating a motivation to change (unfreezing) and then goes on to using techniques, such as effective communication to embrace the change (movement). It ends when the organisation return to stability before beginning the cycle once again (Mindtools, 2017b). There is often a resistance to change and the figure below demonstrates Lewin’s 1940s model of the force field analysis. It demonstrates the need for the forces of change to be greater than the forces of resistance (Mindtools, 2017j).
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Figure 5: Force field analysis (Source: Mindtools, 2017f)
Another change management model is Beer’s 1990 model that demonstrates six stages, as seen below (Armstrong, 2012).
	(1) Mobilise commitment to change;
(2) Develop a shared vision;
(3) Foster consensus;
(4) Spread revitalisation;
(5) Institutionalise revitalisation; and
(6) Monitor and adjust strategies


These six steps require effective communication and lead to a processes of task and finish through the stages. Individuals deal with change differently and not all will follow these sic steps. The DREC model below demonstrates how individual move from one stage to the next in dealing with change.
[image: https://media-exp2.licdn.com/mpr/mpr/p/6/005/0ae/09c/3185a45.jpg]
Figure 6: DREC Model (Source: Linkedin, 2015)
The DREC model derived from the Kübler-Ross change cycle and the similarities can be seen from that model, (1) denial; (2) anger (3) bargaining; (4) depression; (5) acceptance. Known as the grief and bereavement cycle (strategiesformanagingchange.com, 2009). The resistance to change means that it takes time for an individual to work through the DREC cycle.
It is essential that HR professionals communicate effectively and this can be done from a top down approach where the senior managers provide information to employees. It can also be achieved through a bottom up approach where employees attend workshops and participate in a consultation. Alternatively it can be a two-way discussion where one-to-one meetings are held with line managers and employees or with HR (Armstrong, 2012). HR professionals have a role in ensuring honesty, thoroughness and patience with the ability to listen and provide empathy. The role of HR is to assist, engage the workforce and support the process.
Data for planning
In order to gain an insight into the workforce, HR analytics are used to allow the HR to better understand and ensure there is a focus on the human element of the workforce. This people-data in conjunction with analytical processes leads to a better understanding of business needs to allocate the relevant resources to achieve the organisational goals.
HR data
HR data includes both quantitative (numbers) and qualitative data (subjective) and can be gained from inside or outside of the organisation. This data can be used to inform planning for the organisation such as HR statistics, KPIs, balanced scorecard, government data and benchmarking, as addressed below. In addition to this data, each organisation holds a vast amount of data themselves on their workforce. This data can be analysed and new processes and directions can be created from this analysation.
Key Performance Indicators (KPIs)
An organisation’s performance may be measured in numerous ways and it is important for the measurement to be relevant to the sector. For example the private sector may use KPIs as a data point for financial results, profitability or productivity.  While the public will have financial targets sets and may not use KPIs in the same context as the private sector. Their KPIs may be targeted to achieve greater efficiency or efficiency savings. 
Miyake (2015) refers to KPIs in specific categories such as employment KPIs that include absenteeism rate, number of full-time employees and average time to fill a job vacancy. The KPIs provide valuable information, for example the absenteeism KPI provides the organisation with a perspective on the amount of labour lost due to unpredicted leave. KPIs are an aspects of HR performance that are most critical for the achievement of business objectives and whether the HR objectives are being achieved.
Balanced Scorecard
A strategic performance measurement framework known as the balanced scorecard was developed by Kaplan and Norton with the aim of translating an organisation’s vision into actions through strategic planning. The four perspectives shown in the framework are (1) customer; (2) financial; (3) processes; (4) learning and growth. Kaplan and Norton (1995) demonstrate, in the figure below, how the balanced scorecard is used. As seen below, it is not only information that is collected, specific data is required in the ‘learning and growth’ perspective of this scorecard. Using this scorecard side-by-side to an organisation’s objectives reveals areas of strength and weaknesses and the type of implementation required to achieve the organisational goals. The HR professional in an organisation would best placed to address the ‘processes’ of the scorecard.
[image: ]
Figure 7: Rockwater’s Balanced Scorecard (Source: Performance Measurement, Management & Appraisal)
Benchmarking
External data can provide information on the trends in HR. Data gathered by HR may include the number of job applications and absence figures which can be used to benchmark internally by comparing to previous years or externally against competitors or similar businesses. Before benchmarking, an organisation must clearly identify which element of performance they wish to improve and understand it before taking any actions. Benchmarking often leads to finding best practice, despite this, an organisation should not copy the best practice but adapt it as they take into account the different organisational cultures, environment and business priorities to achieve the best results (Personnel Today, 2013).
Government data
[bookmark: _GoBack]The government collect data across all sectors and often publish this data to demonstrate success of their various strategies, policies or legislative developments.  In November last year, BBC News (2017) reported that though wages are falling behind the cost of living, “unemployment remains at a 42 year low”. The exact figures can be seen in the news article and refer to the Office of National Statistics as the source for the data provided. HR professionals in organisations use data collected by the Office for National Statistics to benchmark against, or if they are part of a new business the data may be used to understand the sector or market, for example, the salary paid for an administrative officer in the NHS.
Conclusion
This paper concludes with the insight that HR is an ever evolving profession. It concentrates on the people element to ensure that the workforce are heard, are appropriate and continually develop their skills in order to achieve the organisational objectives. Sectors work differently to each other and though there are numerous models for strategy, managing change, understanding the organisation in its current and future context – it is essential for each organisation to choose the most appropriate tools. Ethics and accountability continue to have a place in a 21st century organisation that should be led, managed and actioned through integrity while also maintain standards. HR has a role in each stage of strategy formulation and implementation and the HR strategy must be aligned vertically with the business strategy, while horizontally aligned with HR practices. The HR data available to organisations both internally and externally are vast and once again, in order to be efficient with that data and organisation must seek the most appropriate data for their evidence base.
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Generic Strategies

These three approaches are examples of "generic strategies,” because they can be applied to products or el §
services in all industries, and to organizations of all sizes. They were first set out by Michael Porter in 1985 in his
book, "Competitive Advantage: Creating and Sustaining Superior Performance.”

Porter called the generic strategies "Cost Leadership" (no frills), "Differentiation” (creating uniquely desirable
products and services) and "Focus" (offering a specialized service in a niche market). He then subdivided the
Focus strategy into two parts: "Cost Focus" and "Differentiation Focus." These are shown in Figure 1below.

Figure X: Strategic HRM Model in Ammstrong (2012:17)

Organisations approach strategy formulation depending on the markets or service
areas that they operate within. The Coleg’s strategy is linked tightly to the Welsh
Government's policies as it is funded by the Welsh Government and therefore its
objectives are aligned and the Coleg also contributes significantly to the goals set

5
g Cost Leadership Differentiation out in the Welsh Governments’ Cymraeg 2050: Welsh language strategy.
9
4
&
E Differentiation
] Focus

Cost Differentiation Strategy implementation

S of Competitive Advant:
ource petitive Advantage Alexander (1985) identified five features appearing in successful strategy

implementation, these are (1) communicating; (2) starting with a good idea; (3)
gaining employee commitment and involvement (4) providing Sufficient resources;
and (5) developing an implementation plan. It can be argued that features (1), (4)
. and (5) are all planning elements while (1) and (3) are communication and

Tip: engagement features of such a plan. HR deals with the people aspect of the
business and similarly when it comes to implementing a strategy HR's role is to

The terms "Cost Focus" and "Differentiation Focus" can be a little confusing, as they could be interpreted
ensure that there are relevant HR strategies, activities and solutions in ensuring that

as meaning "a focus on cost" or "a focus on differentiation.” Remember that Cost Focus means

b P : ok . the recruitment, selection, deployment and appraising of the people within the
emphasizing cost-minimization within a focused market, and Differentiation Focus means pursuing Worklorce are implementsd to a satisfactory standard HR therefore has (0
strategic differentiation within a focused market. understand the business fully and the external context that affect the business. It is
essential that HR communicated these insights to the Management Team as part of
influencing strategy.

2.4 HR’s contribution to business ethics and accountability
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About the Tool

Force Field Analysis was created by Kurt Lewin in the 1940s. Lewin originally used it in his work as a
social psychologist. Today, however, it is also used in business, for making and communicating
go/no-go decisions.

The idea behind Force Field Analysis is that situations are maintained by an equilibrium between
forces that drive change and others that resist change, as shown in Figure 1, below. For change to
happen, the driving forces must be strengthened or the resisting forces weakened.

Figure 1 - Force Field Analysis

Forces for change Forces resisting change

Proposed

Change

The tool is useful for making decisions by analyzing the forces for and against a change, and for
communicating the reasoning behind your decision.

How to Use the Tool

To carry out a Force Field Analysis, use a blank sheet of paper or a whiteboard, or download our
worksheet and follow these five steps.

Step 1: Describe Your Plan or Proposal for Change

Set powerful goals for &
2018 with our Life Plan

Toolkit. This is FREE when

you join the Mind Tools

Club before

midnight, January 1.

Find Out More

Mind Tools for
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Inspire your team with
2,000+ resources that will
help them to develop their

skills and become more
effective in the workplace.

View our Solutions
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From Mind Tools

The Futures Wheel
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Impact Analysis
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2.1 Key forces shaping the HR agenda

HR Function
HR strategies

Insights and solutions to support business performance
Business ethics and accountability
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