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HR in a Business Context

Business purpose: Health Education and Improvement Wales & The Willows Personal Care Company 

Taylor & Wilkinson (2016) state that private businesses can be owned by an individual (sole trader) or two or more individuals (partnership or company).  Their primary purpose is to make profit for its owners, investors and stakeholders (BBC, 2020).  They are generally funded by personal finances or bank loans.  An example of a company being funded by its owners is The Willows Personal Care Company (WPCC).  This company’s sole purpose is to provide specialist, personal care to an individual and is funded entirely by that individual.  It does not generate any income and overall responsibility lies with the individual’s parents.  Health Education and Improvement Wales (HEIW) in contrast is a public sector organisation.  Its primary purpose is to train and educate the NHS in Wales’ workforce to enable it to provide the best care to its community.    Public sector organisations are funded entirely by the tax payer, their primary purpose being to provide goods and services to its community (BBC, 2020).  They have a degree of public accountability and are governed by government targets and policy (Taylor & Wilkinson, 2016).  

WPCC is a small, family run company that employs 16 staff.  All staff are care providers, based in one location and have the same role and responsibilities, with one also having line manager responsibilities.  The company is run by the parents of the individual, who have overall responsibility for the business, its decisions and legal obligations.  In contrast, HEIW employs approximately 380 staff, based in various locations, with multiple levels of management throughout the structure.  Staff hold different roles in line with the different areas of the organisation.  Overall responsibility sits with the CEO, but line managers are responsible for making decisions within their areas.  

HEIW and WPCC: Their HR function 
The HR function in large private sector companies is becoming similar to that in public sector organisations, with HR having a bigger influence on longer term decisions, business objectives and strategy.  Similarly, HR functions tend to be delegated to line managers, with elements of transactional activity being outsourced (Taylor & Wilkinson, 2016), as is the case in HEIW.  However, sole traders and small partnerships tend to have a small HR function and rely on outsourcing to support workforce issues including recruitment and legal issues.  WPCC’s HR function is provided by the company owner and is limited to basic HR tasks such as payroll, annual leave, recruitment and sickness absence.  Guidance and support on more significant HR issues such as grievances and disciplinaries is provided by external companies and experts.  These issues are dealt with in house in HEIW, with only the most complex cases requiring external support.  Payroll and elements of recruitment are outsourced.  

The necessity for HR to contribute to company strategy in small partnerships tends to be low due to the size of the workforce.  In comparison, public sector organisations are made up of generalists and specialists and tend to have a HR director on the board, who can influence the people agenda for the organisation and ensure legal compliance (Taylor & Wilkinson, 2016).  The informal nature of HR practice in the private sector can enhance effective teamworking, job satisfaction and allow more flexibility.  However, negative perceptions relating to unfairness and favouritism can occur.   This is particularly the case with WPCC as the care provided is so personal and it is a family run business, providing a service to a relative.  In contrast, public sector bodies rely much more on policies to ensure fairness across its workforce.  They also rely more heavily on the contribution of unions in the negotiation of pay and terms and conditions (Taylor & Wilkinson, 2016).  It is difficult for managers to reward staff with a pay increase as pay is governed by the type of role the individual is in rather than how good they are at it.  Therefore, public sector organisations need to promote other benefits such as pension schemes, annual leave entitlement and development opportunities.  Flexibility within WPCC allows work to be recognised by providing fully funded team events and bonuses.  HEIW does not have this flexibility.  This is supported by Taylor & Wilkinson (2016) who say that public sector organisations have a responsibility to demonstrate fairness and equity across its workforce and have accountability to the government. 

Organisational structures and the impact on the HR function.
HEIW has a tall, decentralised, hierarchical structure.  Wagner & Hollenbeck (2014) refer to this as a bureaucratic structure, with a clear chain of command moving top down with responsibility for decision making delegated through the levels of management.  This model gives managers a clear understanding of their role and responsibilities.  Line managers can undertake various HR tasks when managing their direct reports, in turn allowing HR to focus more on the strategy element of the business (Taylor & Wilkinson, 2016).  However, it is important that managers are equipped to provide this service, with HR having responsibility to ensure robust policies are in place and training is provided.  Invest Northern Ireland (2020) state that this structure is useful as it identifies clear career pathways for staff and highlights opportunities for growth and development, having a positive impact on staff motivation.  However, HR can encounter difficulties as it can encourage silo working and differing management techniques leading to breakdown of employee-manager relationships and team rivalry.  Therefore, it is essential that HR professionals implement robust policies and procedures to ensure fairness across the organisation.  

Another structure is the flexible model, which Atkinson (1984) explains is used to allocate the optimal number of employees in accordance with the flexibility and instability of an organisation. It relates to core staff who are highly skilled and integral to the function of the organisation and are difficult to replace and less skilled peripheral workers who are easy to recruit. Roberts (2016) describes businesses using this model to source knowledge and expertise on an as required basis, eg specialist TUPE advice.  This model can also prove cost effective as skills can be brought in to support business need.  This model is in contrast to the hierarchical model as it allows businesses to be more agile and flexible and quicker to react to external factors. This model is usually used where there may be a need to cut the workforce depending on external factors.  It can also leave the business vulnerable to high turnover and lack of available skills and expertise.   This model can cause disharmony amongst the workforce as individual experiences can differ widely (Roberts, 2016).  

WPCC uses a centralised, flat structure where the business owner and one line manager are responsible for decision making.  This model can improve communication and relationships amongst the workforce and identify innovative ways of working, leading to efficiencies (Invest Northern Ireland, 2020).  However, it can impact on development opportunities for its employees and HR professionals need to identify innovative ways of keeping employees engaged.  This is highlighted in the case of WPCC as it is a three-tier structure, with overall responsibility remaining with the parents for the foreseeable future.  This will not change, meaning the only opportunity for progression would be if the line manager resigned.  

HR’s contribution to developing organisational strategy
Roberts (2016) states that strategy is “the articulation of vision, mission and competitive position of a business”.   HEIW’s strategy is for the organisation to have a leading role in the training, education and development of the NHS workforce in Wales, in turn supporting high quality care for the population of Wales (HEIW, 2018).  This strategy is underpinned by a number of objectives which, whilst delegated to various areas of the business, are intertwined by common themes.  This is supported by the CIPD (2019a), who states that collaboration is the most effective way to successfully develop an effective organisational strategy and highlights the importance of HR’s input into its development.  

Galbraith’s star model shows how people, rewards, structure and processes all interlink to develop an effective strategy and shape an organisation (Galbraith, 2011).  HR can support this by understanding the skill mix required to fulfil the strategy and hence support the development of the structure.  HR can identify skill gaps, training and development needs and the cost involved.   They can also develop employee contracts to support business need – ie temporary or permanent.  

Reward management is supported by HR as they understand the policies already in place and can advise on how these may need to change.  Whilst public sector organisations have little room for manoeuvre in this area with regard to pay incentives, other incentives would include development opportunities.

Policies and procedures are a key element of this model and HR are responsible for the development of these.  Galbraith (2011) states how policies are the foundations of an organisation’s success as they are used to attract the best people into the business, gives them opportunities to grow, in turn leading to improved retention.  However, policies must be aligned to each element to ensure consistency and equity across the organisation and to ensure a strategy can be implemented effectively.  
 
HR Strategy and Policy
An effective HR strategy is one that integrates both vertically and horizontally into the business strategy and supports its goals and objectives.  Vertical integration links business strategy with external factors and HR policy.  Horizontal integration ensures internal compatibility between functions by developing fair and consistent policies and processes.  It is important that these ways of integration do not contradict each other (Farnham, 2015).  

Taylor & Wilkinson (2016) explain three approaches to strategy development; rational/classical, emergent/logical incrementalism and symbolic/radical.  The classical approach is the easiest for the HR function as this clearly outlines what the business wants to achieve.  However, emergent approaches can prove more challenging as other factors become intertwined with the original strategy formation.  Symbolic approaches are even more difficult to support as implementation precedes strategy formation, identifying what works well and then developing a strategy around it.  

Porter (1985) highlights three contingency thinking strategies; value for money, quality enhancing and innovative.  Value for money strategies focus on keeping wages low and acknowledging the impact this will have on recruitment and retention.  In contrast, quality enhancing strategies require high wages, effective employee engagement and learning and development opportunities in order to meet customer expectation.  Innovative strategies are used to attract the most specialised workers and encourage creativeness.  Whilst Porter (1985) states that businesses should focus on just one of these in order to be successful, critics do argue that it is possible to develop a hybrid of all three which can be successful if applied correctly.

Phillips & Phillips (2014) discuss how eight forces should be considered when developing a HR strategy, acknowledging that human capital is the most critical element to all organisations.  

Technology and social media advances are a key element in today’s organisations.  Using these to their full potential can lead to efficiencies and successful promotion of brand and opportunities.  This however impacts on the shifting demographic force.  Whilst millennials joining the workforce are proficient in the use of everchanging technology, this is not necessarily the case for the more mature generation, who may require training in these areas to enable them to feel confident in the ever-changing technological working environment.  Opportunities for the older workforce to learn and develop must be counterbalanced with providing proficient users with opportunities to be creative and innovative.  Approaching both sides of the spectrum will help to maintain a workforce fit for the future.  

Accountability and expectations relate to how a HR programme must deliver value.  This is measured by collecting data from various sources at various timepoints and conducting an effective evaluation.  Results of data analysis should be moving towards making the business more efficient and lean, with effective reward and performance management policies in place.  

Society has lost trust in organisations over the last decade, particularly public sector bodies and high level CEOs.  This is impacting the workforce as they are losing confidence in their leaders.  Therefore, it is essential that there is transparency when making decisions.  

Sustainability is high on many organisations’ agendas and an important part of strategy formation.  Fuel costs are on the rise with businesses making use of pool cars and electric car lease schemes.  Flexibility in the workplace can also have an impact on sustainability.  For example, working from home not only supports both the employer and the employee, but also the impact on the environment by lowering emissions.  

Effective workforce engagement is key as it can influence recruitment and retention, innovation, performance and quality.  Systems need to be developed to support high level engagement and involvement of staff in the decision-making process.  

Staff appear to be becoming more stressed and the provision of an effective employee assistance programme can help staff.  Having this provision available also shows employees that the organisation is interested and prepared to invest in their wellbeing.  

In summary, to develop a successful HR strategy, HR professionals should be clear on what the organisation’s main objective is and understand how the management of its people will impact on its success.  CIPD (2020) states that effective strategic human resource management focuses on the development of the workforce in relation to skills, behaviours and performance so they can add value and ensure a business is fit for the future.  

Internal & external factors impacting Health Education & Improvement Wales (HEIW)

CIPD (2018a) recommends the use of a PESTLE analysis tool to identify external key factors that influence an organisation. It guides the user to focus on 6 external areas; political, economic, sociological, technological, legal and environmental, and their impact on the organisation.  It can be used in a range of scenarios and can be used by HR professionals and senior managers when forming organisational strategy.  SWOT analysis is also recommended (CIPD, 2018b).  This is another tool that can be used in strategy formation.  It identifies the internal strengths and weaknesses of an organisation as well as the external opportunities and threats.  This framework can be used to match an organisation’s goal with the external environment it functions in. 

Both tools are relatively simple to use and encourage strategic thinking and the identification of future threats that may impact the business.  However, for both tools to be effective, they need to be repeated on a regular basis and the data used should be factual and not based on assumptions.  

A colleague and I undertook both PESTLE and SWOT analyses and identified the key external and internal factors impacting on HEIW and then considered how these factors would impact on the HR function.  The PESTLE analysis (Appendix A) highlighted that several of our external factors relate to government legislation and, as a public body, we have a duty to meet these requirements.  This is supported by Farnham (2015) who states that public sector bodies are required to develop and implement strategies in response to governance legislation.  Welsh NHS organisations are required to work to the same government legislation, which paves the way for shared aims, collaborative working and opportunities to share best practice. 

The PESTLE analysis highlighted digital factors to be aware off.  These include advancements in the use of digital technology.  This trend is identified by the Welsh Government (2017).  HEIW will need to prepare for the future by ensuring its workforce has the necessary skills required for utilising advanced technology in the future.  As a new organisation, HEIW can embrace new technology and look to upskill its current workforce and develop ‘grow your own’ schemes to ensure a digitally ready workforce for the future. 

The SWOT analysis identified several clear strengths to the organisation including a strong set of values, excellent office facilities and flexible working.  CIPD (2019b) highlights the benefits of organisational values and how they impact on the culture of the workplace and set the expectations of current and future staff.  These values demonstrate the culture of the organisation and set a clear indication of the type of people HEIW wish to recruit.   Barclay (2018) explains the importance of the workplace experience.  HEIW contributes to this by providing modern office facilities that encourage innovation and teamwork and options for flexible working, including extended office hours, home working and flexitime.

Differing terms and conditions have been identified as a significant weakness.   Most of the workforce were TUPE’d from legacy organisations and are on more favourable T&Cs than those of NHS colleagues.   This has led to less favourable opportunities for promotion due to the requirement to change T&Cs.  It is essential that HR look at harmonising the T&Cs across the organisation to ensure equal opportunities for all. 

HEIW (2020) has developed an Integrated Medium Term Plan (IMTP), which covers the next three years and underpins the organisation’s strategy (as mentioned above).  The factors identified in my analyses were all considered during the development of this plan.  The underpinning objectives were set taking into account these factors.  The most significant factors in our IMTP is the need to adhere to government legislation and to develop the future workforce for the NHS in Wales.  HR professionals play a significant role in the development of this plan as each internal and external factor has an impact on the HR function as outlined in both appendices.  Also, HR professionals have the required core and specialist knowledge required, as set out in the CIPD (2018c) profession map, to both understand the wider context of the organisation (business acumen) and also the greatest understanding of its workforce and the skills and knowledge within it.    
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Appendix 1
PESTLE Analysis 
	
	External factors to consider
	Factors affected within my industry
	Importance to organisation

	Impact on HR function 

	Political 

	Welsh Government Policy and Legislation. 
	How money is spent.
Public sector objectives link in to WG policy and targets. 
Aligns with the future ambitions for HEIW.
We are accountable to WG.
	High 
High

High

High
	Development of good 2-way relationships/networks with WG to ensure awareness of new policy/legislation and future visions.

Scrutiny of job vacancies, ensuring they are justified, and graded appropriately. 

The Wellbeing of Future Generations (Wales) Act
HR function to development more sustainable workforce solutions, which rely less on short term, expensive solutions (agency staff). 


	
	Brexit 
	Effect non-British national trainees.

	Low
	The HR team need to be aware of any staff who may be affected and be able to offer support and guidance where necessary.

	Economic 
	Baby boom 
	High proportion of the workforce that are due to retire in 10 years’ time – workforce planning is essential. 
	High
	Workforce planning is a priority and HR should look to identify ‘hot spots’ and identify solutions to ensure effective succession planning, ensuring knowledge and skills or current workforce is shared and not lost.

	
	Aging population 
	People are living longer and there is more demand for NHS services. Need to ensure people are trained to meet this demand. 
	High
	HR need to ensure there is robust, effective training provision provided to all trainees to ensure they can meet future demand.

	Social 
	Work-life Balance 
	Heavy workload, balancing personal responsibilities and careers, managing health – need to develop flexible measures to support employee work-life balance. 
	High
	HR to develop policies that reflect the business’ commitment to improved employee wellbeing (Flexible working, work life balance).  Provide guidance to managers on supporting employees and making reasonable adjustments.  Engage with staff via questionnaires, focus groups to understand the wellbeing needs of employees in the organisation.  

	
	Hard to recruit areas in Wales
	Recruitment and retention are harder in urban and rural areas of Wales. 
	High
	Identify ways to encourage trainees to train in Wales and then stay.  Employee engagement and exit interviews could help identify specific reasons for trainees leaving Wales.  Incentives could be identified 

	Technological 
	Remote Workers 
	Access to internal IT systems is challenging for remote workers across Wales. 
	Medium 
	HR need to contribute to engagement with remote workers to ensure they receive communications in other ways – emails, face to face group meetings across Wales rather than relying on the intranet.

	
	The need to create a digitally ready future workforce
	Data intelligence is more widely used therefore a skilled workforce is essential. 
Medical advances will require us to change the education we provide to our workforce. 
	Medium 


Medium 
	Identify talent in this area and provide the skills and training to support this developing field.  HR could support a “grow your own” model and look to train current staff in this field, rather than looking to add to the establishment.  

	Legal
	Employment Law
	Employee terms and conditions, Accountability to regulatory body standards - GMC, NMC, GDC etc. 
	High 
	HR need to be fully aware of up to date employment law to be able to effectively advise managers on various elements of employee relations.  Also need to be aware of the various standards required from regulatory bodies to ensure clinicians are functioning in their scope of practice.  

	
	Equality Act
	We need undertake EIAs for all new policies and procedures etc. 
	High 
	It is the responsibility of the Inclusion lead to support the completion of these assessments by managers.  It is essential that knowledge is up to date and shared with managers when new guidance is issued.  

	Environmental 
	The Environment (Wales) Act 2016
	HEIW has a duty to decrease its emissions and impact on climate change.
	Medium
	Implementation of car purchase schemes, including tax deductions for staff choosing to use an electronic car.

	
	Legislation on reduction of environmental impact  
	As an NHS Wales organisation, we have a responsibility to reduce our use of utilities, including gas, electric, travel and be more efficient with our resources etc. 
	Medium
	Develop electronic processes that replace the need for paperwork.
Development of car sharing schemes for use by employees





Appendix B
SWOT Analysis 

	Strengths
	Weaknesses


	HEIW has a clear set of values that are linked to its business plan - “Together as a team, Respect for all & ideas that improve”
The organisational values form part of all HEIW’s policies and our People & OD plan is built on this foundation.

	Budget constraints due to welsh government funding
Scrutiny is required when progressing recruitment, ensuring advertisement of posts is appropriate for service need. 

	Excellent resources / facilities
Encourage staff through the values to treat our building and resources with respect.
	Technology for remote workers
Responsibility lies outside of HR function and sits with line managers and IT department. 

	NHS Terms and Conditions – Pension / Holidays
HR need to be fully aware of the legality of NHS terms and conditions and ensure they are implemented effectively and appropriately.
	Engagement with remote workers
Ensure communication on people matters are communicated to remote workers via routes other than the intranet.

	Flexible Working / Work Life Balance
Ensure policies are in place to support employees, which are fair and consistent and available to all staff.  
	Conflicting Terms and Conditions (TUPE) influences staff morale
Knowledge of legacy organisation T&Cs and how they integrate with NHS T&Cs.  HR can support staff with the transition period and ensure they are not treated less favourably when looking to progress and change to an NHS contract.

	Inclusive culture e.g. EIA 
Embedded into organisation via People & OD strategy and development of internal groups that support inclusivity (Culture Group, Equality & Diversity Group). 
	

	Employee Engagement – Staff Survey /HNA
Development of questionnaires to collect employee views of various elements of the business – manager behaviour, work life balance, development opportunities.  

Collection of data and analysis to inform future decision making.

Development of action plans.
	

	Values and behaviours-based recruitment & policies & procedures
Development of policies to support

	

	Development opportunities
Gain understanding of skill mix/gaps and identify options to support staff to fill the gaps and their potential.  
	

	Talent planning 
Awareness of skill mix in the organisation and how this can be developed to ensure we have the right skills, in the right place at the right time.  

	

	Opportunities
	Threats


	Expertise
Knowledge and expertise of shared services – procurement, elements of recruitment, payroll – this ensures consistency across NHS Wales.  
	Loosing skilled knowledgeable employees (TUPE staff).
Negotiating on pay scales to ensure recruitment and retention of existing staff to new internal posts.

Communicating the benefits of being an employee of NHS Wales.


	Collaborative working with NHS organisations
Opportunity to share best practice, network and work collaboratively to reach shared aims. 
	Brexit trainee places
Awareness of developing landscape in this area and sufficient knowledge to support employees who may be affected.  

	Partnership working with Social Care Wales 
Opportunity to identify similarities between organisations and work together to develop a workforce strategy for Health & Social Care.  
	WG Legislation
Awareness of current and new policy and legislation and how this fits with HEIW’s objectives.

	Working with Leadership Consultants
An opportunity to gain knowledge, guidance and expertise and access to credible research to support a compassionate leadership culture across the organisation.
	Reduction in WG funding across NHS Wales
This could lead to redundancies, unfinished projects and a stop on recruitment.  HR may need to support employees and managers with employee relations.
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