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Understanding the Business Context of Human Resources

Compare different types of organisation and their operational/business purposes
The three major economic sectors organisations form part of are the private sector, public sector and voluntary (or third) sector.  Whilst there are some similarities in the way HR practices are carried out, it should be recognised that there are also significant differences dependant on business objectives and strategies, (Taylor and Wilkinson, 2016).

Public Sector – Swansea Council
Swansea Council is run by the local authority for the purpose of providing services to the public.  They are predominately funded by the taxpayer, managed by elected officials and are subject to a degree of public accountability, (Taylor and Wilkinson, 2016).  The organisation has to consider the public interest when making decisions and determine both internal and external stakeholders when undertaking any consultation.

Private Sector – Llandarcy Park Limited
Llandarcy Park is a private limited company and a subsidiary company of NPTC Group of Colleges.  The liability of the members of a Private Limited Company is limited to the amount of shares respectively held by them. Shares of a Private Limited Company cannot be publically traded. A subsidiary company is a company owned and controlled by another company. The owning company is called a parent company or sometimes a holding company. A subsidiary's parent company may be the sole owner or one of several owners. If a parent company or holding company owns 100% of another company, that company is called a "wholly-owned subsidiary. This is the case with Llandarcy Park.

The company is managed by a board of ten people most of which are made up of the senior management team of the parent company (NPTC Group of Colleges). However, there are four external members of the board who act on a voluntary basis.

Assess how business type and purpose affects the HR function
Within Swansea Council the HR function is business-focused with a strategic approach aligned to the overall business objectives of the organisation, (Swansea Council Workforce Strategy 2019).
There is a centralised Team of HR specialists led by a Strategic HR and OD Manager that enables HR to influence at a strategic level to promote the value that HR can bring to the organisation, (HR Structure).  As a local government organisation, the expectation is to go beyond legislative requirements and as such, Swansea Council have a range of policies in place to support the workforce.  An example of which can be seen as part of the flexible working PILOT which was implemented to encourage ‘new ways of working’ within a trusting environment allowing employees the flexibility to undertake their role.  There was some resilience from strategic managers on the Corporate Management Team however, agreed to proceed with the PILOT.  Due to the unpresented times the Authority finds itself, the workforce has been forced into the ‘new ways of working’ which have proven successful.

As a result of the restructure in 2019, the HR Team also incorporates the Learning and Development and Organisational Development teams, which brings specific expertise together to encourage a learning culture that is enabled to deliver change and innovation, and supports the workplace in developing the relevant knowledge, skills and training to enable them to undertake their roles effectively and ensure future workforce sustainability.  This can be evidenced within the Organisational Development strategy, which outlines how the new structure would support the Transformation Programme being undertaken across the Council which was to ensure the future organisation can embrace digitalisation and change to meet future demands.

HR are required to have an understanding of departmental service plans which enables them to provide the relevant advice and support in relation to organisational reviews, workforce planning and succession planning and support transformational change projects

In relation to the Private sector, the size of the organisation will depend on who is responsible for HR and who undertakes the people management function.  Llandarcy Park Ltd, as seen within the staffing structure, do not have a specific HR function, the Managing Director has the overall responsibility for dealing with day-to-day employment related matters.  However, the Office Co-ordinator is required to undertake basis HR tasks including DBS checks, Starter information including satisfactory employment checks and the collation of employee’s working hours.  This information is actioned via the Payroll and HR Department, which is outsourced as a central support function provided by Neath Port Talbot Group of Colleges.  Specific HR advice in relation to employment related issues, i.e. legal, training is brought in at the appropriate time.
As outlined within the business plan, the review of HR policies and procedures within Llandarcy Park Ltd is an essential part of the business and are line with current legislation however, these may not always be fit for purpose and as such, Management will continue to develop policies and procedures in conjunction with HR.

The HR function within organisations has evolved, moving from a traditional administration function to transactional processes maximising personal contributions  and transformational processes that ‘add value’ to an organisation.  This approach may be dependent on the influence of HR at a strategic level ensuring the HR aims and objectives are aligned to the overall business objectives.

As cited within Harrisons Model of Culture 2014, organisational culture is split into four categories as below:
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· Power – Quick decision making which could result in a lack of constructive discussions, question whether lower employees are considered when making decisions.
· People – Lacks formal hierarchy, slow decision making, people have a voice and therefore the organisation has buy in from employees.
· Task – Project based roles, align employees who have the right skills to do the job.  There can be conflict as there are no specified roles.
· Role – Formal rules and regulations, the appropriate process has to be followed and everyone has a role to play.

HR need to work with Senior Management to identify what the organisational culture should look like.  This will depend on the influence HR has within the organisation and focus on the most valuable asset – its people, (SHRM, 2020).

Cultures within both Swansea Council and Llandarcy Park Ltd are historic and embedded into the organisations and as such, have an influence on behaviours and performance.  HR’s role within Swansea Council is to encourage effective cultures and attempt to change inappropriate cultures.  However, within Llandarcy Park Ltd it would be the role of the Managing Director to lead on culture and attempt to change any historic cultures which still remain within the organisation.

Explain how different organisational structures and management roles impact on the HR function
According to PMJobs (2016), the culture within the public sector has changed; however, it is still diverse.  Historically, managers within Swansea Council have not been developed in accordance with the requirements of their role and as such have relied heavily on HR.  As a result, the HR Team continue to support operational managers on day to day employment and management issues.  As part of the HR strategy, a Management Development Programme has been launched to support the transformational change programme, thus encouraging managers to improve their management and people skills.  In the longer term, this will reduce the demand on the HR Function and provide capacity to undertake a strategic function and ‘add value’ to the Organisation.  Whereas, the Senior Management in Llandarcy Park Ltd are used to having responsibility for their decisions and managing themselves.  As the HR function is outsourced, there is less reliance on the function. As detailed within the business plan, the development of a ‘Training Matrix’ provides an opportunity for the workforce to grow and develop in line with the culture of the organisation.

Limited HR resources often ensures that organisations, both public and private, rely on managers to undertake generic HR duties as part of managing their employees.  Where HR comes into its own is when specialist advice and guidance is required to take matters to a more formal footing.  In Swansea Council, the move to this model has been slow, but is now becoming more business as usual, and the role of the HR specialist is evolving, and the service is modernising into a more contemporary HR function.  The difference with the private sector is that managers have to be more self-sufficient in this context where external support is more difficult and sometimes too expensive to access.

According to (Personnel Today, 2014), priorities within the Public and Private sector are very different.  Over a number of years, the private sector has experienced restructures and redundancies however, are now reviewing salaries and benefit packages, benchmarking these against competitors.  Whereas Public sector employees, still face budget challenges resulting in restructures and redundancies with many reviewing terms and conditions in a bid to reduce overall costs.

Explain the role of the HR function in formulating organisational strategy
According to (Deloitte. 2009), one of the key success factors of high performing organisations is putting their people first.  Even though HR are challenged with developing efficient and effective solutions regarding the workforce, it remains difficult to determine the contribution of the HR Function in developing these objectives.

Within Swansea Council, the Workforce strategy sets the direction for the future HR&OD service, bringing together the key elements of change management and service improvement in order to align the service with future needs of the authority. The purpose of the HR&OD function is to support the Council in managing the workforce now and in the future, and support the organisation through transformational change.

The corporate vision requires the HR&OD service to provide the right tools to help achieve transformation in order to meet the needs of a future Swansea through effective stewardship by Members and Officers alike.

With this in mind, the HR&OD team will continue to focus on the following:
· Moving the organisation forward
· Understanding and meeting customer needs
· Partnering and collaborating within and outside the Council to deliver Council and wider regional initiatives
· Tailoring the HR&OD function delivery - as one size does not fit all
· Continue to improve the service through embracing change and innovation.

It is important to consult with Heads of Service and Directors to understand the impact of the changes previously made, and as a result, the organisations’ business plan has been considered to devise the Workforce plan for the future.

Both Organisational Design and Organisation Development can take place in both the private and public sector, large or small organisations.  Both require a strategic approach and may be carried out by external practitioners rather than the HR Team, (CIPD 2016).  Within Swansea Council, this is carried out by the HR Team, however, within Llandarcy Park Ltd, this would be carried out by the Managing Director in conjunction with HR.

Explain how organisational strategy is translated into HR strategy and policy
According to Quinn (1980) ‘A strategy is the pattern or plan that integrates an organisation’s major goals, policies and actions into coherent whole’.  Having a good understanding of what is needed and why.

Organisation design and development both have a primary goal of improving organisational performance and ensuring it is sustainable.  Organisation design considers the structure and key elements of the organisation to improve performance and ensure it is sustainable.  Organisation development considers the concept of high performance work systems, achieving goals through the engagement of the organisations people and their behaviour.

The HR and Workforce Strategy within Swansea Council outlines the corporate approach to how the organisation will provide the right foundations for achieving the best use of resources and support the workforce in order to ensure the highest quality delivery of services to their citizens.  The aim is to achieve this by working effectively with each other internally while reaching out to neighbours in the region, in private and third sector as well as across the public sector, to deliver the best services for our residents.

The Strategy aligns itself to the organisation strategically and operationally, with the aim of providing essential support to achieving corporate plans, strategies and priorities, but specifically sits alongside the Aspirational Organisational Development Strategy.  This requires engagement and involvement with internal customers to ensure that needs are supported; focussing on the themes of People Focus, Working Together and Innovation, the overarching principles of customer service and effective project management and change management will form the key to the delivery of the strategy. The service will work collaboratively locally, regionally and nationally to embrace best practice Human Resources models in order to achieve a future service that is both responsive and dynamic.

The Strategic HR&OD Manager will undertake periodic reviews of the strategy with the HR Senior Management team, and as part of annual Service Planning to ensure continued alignment with Corporate Priorities, and will publish a formal update annually.  The Corporate Management Team and Cabinet will receive regular progress updates.

Conclusion
The strategy aims to bring together the development projects, innovation and improvement activities that are currently being undertaken regarding the future deliver of HR&OD.  The strategy itself will provide inspiration to the HR&OD team and describe the aspirations for the service on behalf of Swansea Council.
Activity 2

Swansea Council is a public sector organisation composed of 72 Councillors who are accountable to residents of their electoral division.  The Councillors are responsible for appointing the Leader who chairs an Executive Cabinet of 10 people whom are required to set the Council’s budget and consider reports from Cabinet Members and Officers.
The purpose of Swansea Council is to provide good and services to the City of Swansea.

PESTLE Analysis
A PESTLE analysis considers six external factors, which could have an impact on an organisation.  To be effective, it is recommended for a PESTLE analysis is done on a regular basis to enable the organisation to identify trends before others, and as such having a competitive advantage, (CIPD, 2020).

	External Factor
	Factors to Consider
	Impact on Swansea Council
	Impact on HR

	Political
	Government Policy e.g. welsh language act



	Additional cost due to the requirement to translate all documentation.
Delays in processes e.g. advertising posts.
Potential cost if the Council does not adhere to the new Act.

	Upskilling of the workforce.  Provide employees with the time to attend courses.
Update documents to ensure all documentation is bilingual.
Implementation of policies and procedures in line with act.

	
	Budget
	Determined by the UK and Welsh Government.  Continuous reduction, no control.
Council have to manage budget and consider the impact on the workforce and the services provided to the people of Swansea.
Potential redundancies, additional cost for redundancy payments.

	Could have (Has had?) a direct impact on the HR structure resulting in a reduction of resources.
Support the Council with
Organisational reviews which could result in potential redundancies.  Increased workload to redeploy staff and avoid compulsory redundancies.
Manage Organisational Development (with reduced resource and requirement to upskill other specialists) and ensure support is provided during change management processes.

	
	Brexit
	Reduction of EU funding affecting developments within the City, which could lead to unemployment.
Shortage of food and medicines, determine how they are going to protect vulnerable groups within Swansea.
New funding streams which allows the Council to invest in providing better services.
	Organisational reviews which could lead to potential redundancies.
Impact employees who are supporting vulnerable groups, provide additional support and training.
Review roles within the Authority to ensure they are still fit for purpose.

	
	Labour led Council
	Advantage as Wales is a Labour Government.
	Labour policies are advantageous to the workforce

	Economical
	Cost of living, wage increases
	Increase of salaries imposed on the Council.  Budget from Welsh Government may not cover the additional costs.
Attractive employer for lower paid staff due to the living wage increase.
	Revision of Pay policy ensuring equality within the workforce.
Avoid equal pay claims.
Reviews of services, consultation processes to reduce costs.


	
	Workforce
	22 Local Authorities have different pay scales.
Competitive market, which may result in benchmarking posts.
	Ensure roles within Swansea are evaluated in line with the Job Evaluation Scheme.
Collaborative working with the Health Service, direct comparator and also part of the workforce.


	
	Population demographics
	Swansea Council need to demonstrate that they are an attractive employer.
Put trust in front line staff, allowing them to operate with greater autonomy.
Consider areas of depravation and poverty within Swansea.
	Review recruitment and attraction policy, attracting younger generation promoting flexibility and career development.
Treating everyone of equal value. Continue to support the aging workforce to ensure skills and knowledge retained. 

	
	Cost of living
	Consumer spending habit changes put
pressure on certain goods whilst others
are in decline.  Promote Swansea as an attractive city.
	Difficulties for some employees who are low paid, HR needs to ensure policies are supportive e.g. implementation of the Living Wage, additional staff benefits schemes, etc.

	Sociological
	Aging Workforce
	Lack of career progression internally
Impact on sickness absence resulting on additional pressure on Occupational Health.
Increased Ill health retirement/death in service resulting in increased costs.
	Barriers in relation to succession planning, development opportunities.
Ensure consistent approach in line with Management of absence policy.
Fair treatment of all employees in line with the Equality Act 2010.
Consider reasonable adjustments.  Supportive of employees with disabilities and medical conditions by improving working conditions and improving HR policies to be supportive where possible without compromising service delivery.


	
	Single person household
	Increased demand for flexible working requests.  Council will need to move away from historical ways of working.
More single occupancy dwellings may be needed, review Housing strategies.
	Review flexible working policy, modernise ways of working.  Avoid discrimination claims, ensure a fair approach
Ensure flexible working policy is adhered to.


	
	
	
	

	Technological
	Technology enhancements
	Growth within IT e.g. Automated services
Expectation on residents, they may not be able to access online services.
Council may not adapt quick enough due to red tape processes.
Opportunities to reach new customers electronically.

	Potential redundancies as the use of technology will evolve and replace transactional roles.
Change of job roles, consider skill set and knowledge of workforce
Training and Development
Attract younger generation and support older workers in upskilling to meet digital needs of the business.

	
	Social Media
	Consider appropriate social media platforms to communicate with residents of Swansea
Ensure the relevant people are being reached, bridge the gap between users and providers of services.
Improve the perception and quality of services provided.
	Review of Social Media policy; ensure employees are aware of their responsibilities as officers of the Authority.


	
	Working arrangements
	Increased demand on Digital Services and cost of equipment.  Employees to be provide with the technology to enable them to work remotely allowing more flexibility.

	Implement policies and procedures to support Manager to manage a virtual team.
Performance Management – encourage regular 121 meetings, trusting relationship with the Team.

	
	Security
	Rise in cybercrime risk to data protection and operational stability.
	Link with relevant departments to continue to review policies

	Legal
	Legislation changes e.g. GDPR
	Need to ensure the appropriate resources within the Authority to adhere to legislation.  Increased cost
Review systems to ensure they comply with legislation
	Ensure HR are provided with legislation updates and compliance in practice
Review of policies
Review of terms and conditions
Negotiations with Trade Unions
Consultation with employees

	
	Various laws e.g. employment, health and safety, data protection
	Understand legal implications to enable Swansea to be an ethical organisation.
Ensure data is collected and stored in accordance with GDPR.

	Policies are procedures are in line with current legislation.
Try and resolve disputes to avoid employment tribunals.Actively aim to reduce Gender Pay gap where possible.


	Environmental
	Agile Working
	Reduction of office space.
Opportunities for increased revenue, rent office space, recycling of office equipment.
Measuring carbon footprint, recycling furniture
Increased demand on Digital Services

	Reduction of travel expenses
Ensure workforce is equipped for the new ways of working
Health and Wellbeing of staff, ensure regular communication.
HR would be accessible in a different way
Culture change

	
	Pandemic – COVID-19
	Emergency planning to continue to provide essential services e.g. Child Care provision, Social Care, Waste Management.
Flexible approach to the workforce
Health and Safety
Impact of the residents of Swansea, identify vulnerable groups to ensure they are supported.
	Consider all guidance and provide advice in relation to COVID-19
Support Managers and Staff through challenging times
Review processes, what is a priority
Link with Pensions and Occupational Health regarding Ill Health Retirement, Death in Service



SWOT Analysis
A SWOT Analysis assesses the current position of an organisation before consideration a new strategy.  It identifies areas that are working well and what is not working so well.  Consider where the organisation is now, where it needs to get to and how it is going to get there, (Mind Tools 2020)

	
	Organisation
	HR

	Strengths

	Large Organisation
Range of Services provided
Diverse workforce
Labour led Council – Wales is a Labour Government

	Job Security
Attractive terms and conditions
Flexibility
Range of Policies and Procedures beyond legislative requirements
Labour policies are advantageous to the workforce
Redeployment opportunities

	Weaknesses

	Organisational politics ‘red tape’
Archaic systems
Communication strategy – consistent messages not relayed to the public and the workforce
Changes of CMT – Different priorities, view and approach
Time to deliver change
Labour led which could cause conflict with conservative central government
Reactive rather than pro-active
	Decision making processes are prolonged due to different views/opinions
HR involved in operational matters and as such don’t have capacity to deal with strategic issues
Re-active HR Service with limited time to consider a pro-active approach
Managers not trained to deal with day to day HR Matters
Old fashioned approach
Support the Council through change processes


	Opportunities

	Agile working, reduce overheads, income generation
Collaborative working
Regional working
Partnerships
Technology enhancements
Merge with other Local Authorities
Investment in Services

	Home working – reduction of business travel
Review flexible working policy
Provide managers with performance management tools and techniques
Regional HR service – consistent approach
Increase in workforce
Implement better systems
Training and Development opportunities


	Threats

	Down turn in economy, further hosterity
Uncertainty over Brexit, reduce size of the organisation
Standard of living drop
Poverty standards worsen
Reduction of the rate of the pound, less people visit Swansea
Road links to the Capital City, people spend more time in Cardiff
Swansea City Football Club relegated
Losing staff to competitors e.g. Health
	HR merge with Local Authorities – not all members of the HR Team are CIPD qualified
Further cuts, redundancies
Review of the HR Structure, consider the strategic approach of the Council.  What service is required?
Reduction of HR resource, new ways of working, Managers may not be engage and as such reduce the ‘value’ of the HR Service.




To enable an organisation to inform strategy, remain competitive, ensure sustainable organisational performance, they need to identify both internal and external risk factors e.g. PESTLE and SWOT analysis.

Porter’s Five Forces is also a useful tool to consider the strength of five important factors that affect competitive intensity and therefore attractiveness of an organisation.  It can be used to assist with adjusting business strategy to suit the competitive environment and to improve potential profit.  Then consider what strategic changes are required to deliver long-term profit, (Mind Tools, 2020)
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Whilst PESTLE analysis is often linked with SWOT analysis, the two tools focus on different areas.  PESTLE considers the ‘bigger picture’ that may influence a decision or a potential new business.  Whereas SWOT considers factors at a business level, ‘micro-thinking.
These tools complement one another and are often used together, (Mindtools, 2020).

Another useful model developed to be used as part of a SWOT analysis specifically when analysing the internal factors is PRIMO-F.

· People – Do they have the relevant skills required within the organisation, what do they currently do?
· Resources – Does the organisation have the necessary resources?
· Innovation – Are any new ideas important to us in all parts of the organisation?
· Marketing – How do they know what the organisation does?
· Operations – How is it all managed?
· Finance – What is the financial implications, e.g. prices, costs and investments.

The use of PESTLE and SWOT analysis enables organisations to develop business strategy and determine the values, aims and objectives of the organisation which are aligned to the departmental services plans.  An example of this can be seen as Swansea Council identifying poverty within the PESTLE analysis, which is reflected as an overall priority ‘tackling poverty’.
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Culture Types (Harrison, 1972)
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Figure 1 - Porter's Five Forces
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