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Executive Summary
This report provides a critical analysis of the PESTLE framework for evaluating the external business environment and its relevance to strategic planning at Volac Whey Nutrition Limited (VWNL). It explores the applicability of PESTLE in understanding the managerial and operational landscape of VWNL, assessing its strengths and limitations in contemporary decision-making.
Organisations today operate in an increasingly dynamic environment, influenced by a wide range of external factors that shape their strategic decisions. Traditional management techniques alone are no longer sufficient. To achieve success, businesses must adopt models that are sustainable, resilient, and collaborative. The PESTLE analysis serves as a valuable tool in helping organisations understand and respond to these external challenges (Marmol, et al., 2015) .
This report examines three key PESTLE factors currently affecting VWNL: Political, Social, and Legal influences. The political landscape, including regulatory changes such as the Employment Rights Bill (House of Commons, 2024) and trade union recognition policies, is analysed for its impact on workforce relations and organisational stability. Social factors, particularly skills shortages and demographic shifts, are explored for their implications on talent acquisition and workforce planning (Wang, Zhong, and Wei, 2024).
The legal dimension addresses recent legislative changes around workplace issues, such as sexual harassment, underscoring the importance of proactive compliance and employee well-being initiatives (Bressane and de Castro, 2025).  

While PESTLE offers valuable insights, its simplicity can limit its effectiveness by reducing complex situations into broad categories without considering internal factors (Zaurez Afshar, and Hussain Shah, 2025). To overcome this, organisations should integrate PESTLE with SWOT analysis, aligning external factors with internal strengths and weaknesses for a more comprehensive approach (Kaur, Sudhakar, Mohamed, Cuce, and Barbulescu, 2025).

The report concludes with strategic recommendations designed to mitigate risks and capitalise on opportunities. These recommendations focus on policy adaptation, investment in workforce development, and compliance with evolving legal frameworks. A cost-benefit analysis is included to ensure a balanced approach to risk management and growth (Bąk and Jedynak, 2023).
By incorporating PESTLE insights into its corporate and people management strategies, VWNL can proactively adapt to change, build resilience, and seize growth opportunities. This dual approach will help VWNL remain agile in a competitive and ever-changing business environment.
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1.1 Introduction
Volac Whey Nutrition Limited (VWNL) operates within a dynamic environment influenced by numerous external factors that shape its strategic management activities. In today’s rapidly evolving business landscape, adaptability is essential for maintaining competitiveness (Mason, 2007). Like many organisations, VWNL cannot rely solely on traditional management techniques, as the landscape is continuously changing due to factors such as demographic shifts, regulatory updates, and economic fluctuations (Chen, Xie & Liu, 2021). Achieving success for VWNL requires a business model rooted in sustainability, resilience, and collaboration, as these elements enable the company to navigate environmental and economic uncertainties, mitigate risks associated with regulatory changes, and foster partnerships that drive innovation and operational efficiency. Tools like PESTLE analysis play a critical role in helping organisations identify these external factors, enabling proactive responses to both threats and opportunities (Tatjana, 2024).
1.2 Overview of PESTLE Analysis
PESTLE is a powerful tool for organisations like VWNL to identify external forces that impact their operations, providing early warnings of potential threats and opportunities (Rastogi and Trivedi, 2016). It allows businesses to gain insights into critical trends, such as regulatory changes or economic shifts, that might influence strategic decisions. However, the simplicity of the PESTLE model can sometimes be limiting, as it reduces complex situations into broad categories without considering internal factors (Amega et al., 2024; CIPD, 2024).
To maximise the effectiveness of PESTLE, businesses must stay informed about external changes through government publications, industry reports, and periodic reviews. This information feeds into a SWOT analysis, refining strategic planning by linking external factors with organisational strengths and weaknesses (Kokemuller, 2019). SWOT, introduced in the 1960s, assesses both internal and external factors through four categories: strengths, weaknesses, opportunities, and threats (Learned et al., 1982; Lozano & Vallés, 2007). Combining SWOT with PESTLE analysis creates a more comprehensive framework, especially for complex scenarios that require in-depth evaluations (Hill & Westbrook, 1997; Menon et al., 1999).
While SWOT focuses on internal capabilities, PESTLE categorises external factors into six dimensions: Political, Economic, Social, Technological, Legal, and Environmental. These tools work together to help VWNL align its internal strengths with external challenges (Madureira et al., 2024). By adopting this integrated approach, VWNL can better account for uncertainties in the market while leveraging its internal strengths to capitalise on opportunities (Srdjevic et al., 2012).
Defining the scenario under review is key to applying the PESTLE framework effectively. Whether evaluating a potential investment, exploring market opportunities, or adapting to regulatory changes, businesses must tailor their analysis to the relevant external influences (Carruthers, 2009). For example, sustainability and globalisation are emerging concerns that necessitate continuous refinement of PESTLE analysis to ensure its ongoing effectiveness (Taylor & Perkins, 2021; Brandl, Chore & Junker, 2024).
Helm (2014) argued that PESTLE supports strategic thinking by helping organisations like VWNL evaluate their current conditions and develop forward-looking strategies. The strength of this combined approach lies in its ability to balance internal considerations with external complexities, providing actionable insights for sustainable growth. It enables businesses to identify opportunities for innovation while mitigating risks associated with external disruptions (Sun, et al., 2024).
By adopting PESTLE analysis and integrating it with internal methods like SWOT, organisations such as VWNL can proactively adapt to change, strengthen resilience, and seize growth opportunities. This dual approach not only supports strategic planning but also ensures that businesses remain agile in a competitive and ever-changing environment (Carreño, 2024).
1.3 Social Factors
The social dimension of the PESTLE analysis is central to addressing contemporary organisational challenges, particularly in recruitment, talent management, and workforce planning. A significant issue facing UK industries, including VWNL, is the growing skills gap. Davies (2021) highlights that industries face a widening skills gap, exacerbated by evolving educational paths and job roles. This is particularly concerning for VWNL, which relies on skilled workers in specialised fields like whey protein production. The company must adopt a more proactive approach to recruitment and workforce development to address this challenge.
Census data from 2021 shows a 3.5 million population increase in England and Wales, but areas like Ceredigion saw a 5.8% decline (ONS, 2023), creating regional imbalances in workforce availability. For VWNL, this demographic shift means that relying on local talent alone is insufficient. The company must look to broader recruitment strategies, such as attracting talent from other regions or industries, and investing in training programmes that can develop non-specialised workers into highly skilled roles.
Chakraborty and Tripathi (2024) suggest that organisations can combat workforce challenges by focusing on continuous development and upskilling initiatives. However, this becomes difficult given the decline in workplace learning in the UK. Cronin-Golomb & Bauer (2023) report that UK employees dedicated only 22% of their working hours to professional development in 2020, a significant decrease from 31% in 2004. This presents a broader societal issue that could hinder VWNL’s ability to close the skills gap. The company must critically consider how to foster a culture of learning within its workforce, promoting internal training programmes while balancing operational needs with long-term employee development.
In response to these challenges, VWNL might consider partnering with local educational institutions and offering apprenticeship programmes to train non-specialised talent. These collaborations can address local skill shortages while increasing retention in areas experiencing population decline (ONS, June 2022). However, this solution may not be sustainable long-term. Apprenticeships can offer short-term fixes, but VWNL must critically assess whether they are enough, or if broader talent development strategies, including global recruitment efforts, are needed to address systemic regional disparities and educational gaps.
Apprenticeships are a cost-effective solution for skill shortages and also foster employee retention (James Relly & Laczik, 2021). While these programmes integrate practical experience with formal qualifications, VWNL must evaluate their long-term effectiveness. Over-reliance on apprenticeship schemes could make the company vulnerable to disruptions if they fail to attract the right candidates or do not align with future technological advancements.
A more holistic strategy would involve implementing a data-driven approach to workforce planning. By using HR analytics, VWNL can identify emerging talent pools and anticipate demographic shifts (Nuraini, 2024). This data can inform targeted recruitment strategies, such as offering relocation packages or flexible working arrangements to attract skilled professionals. However, VWNL must also recognise that data alone cannot replace the human factors that drive employee engagement. The company must ensure that data-driven strategies complement a human-centred approach that fosters an inclusive, positive work culture ref.
With an aging workforce in areas like Wales, where over 21% of the population was aged 65 or older in 2021 (ONS, June 2022), VWNL faces a further challenge. The company must attract younger workers, particularly in sectors like manufacturing and science, which may seem less appealing to younger generations (The Royal Society, 2024). Improving the sector’s image and offering career growth opportunities are essential steps for addressing this issue. 
To address workforce challenges, VWNL needs a multifaceted strategy that includes local collaboration, upskilling, and innovative recruitment solutions (Asiedu and Tenakwah, 2025). While apprenticeships can provide short-term relief, VWNL must critically evaluate their sustainability in a rapidly changing labour market. The company must embrace data-driven insights, but also ensure that human factors are considered in its talent management approach. Adapting to demographic trends, fostering continuous learning, and considering global recruitment will help VWNL remain competitive in the long term. 
1.4 Political Factors
The Employment Rights Bill (CIPD, 2024) significantly impacts organisations like VWNL by simplifying the trade union recognition process. The Bill removes the requirement for unions to prove majority support during the application stage and mandates that employers inform workers of their right to join unions. These changes, while aimed at protecting workers’ rights, present challenges for VWNL, which must balance legal obligations with operational flexibility.
Aoki, Delbridge, and Endo (2014) argue that collaboration between HR and trade unions is essential in managing workforce dynamics. However, union influence is limited in some sectors, especially among agency workers. Unions exert leverage over pay, benefits, and working conditions but lack control over operational issues, such as work pace and processes managed by the company. VWNL must consider how much union   is necessary, especially in areas like Kaizen-based manufacturing, where tight control over work processes is essential for continuous improvement (Shimada, 2024).
The increase in industrial action, particularly in sectors like healthcare and transport (CIPD, 2024), forces VWNL to consider the impact of union demands on its production goals. While fostering cooperation with trade unions can enhance morale and reduce disruptions (IPA, 2024), VWNL must assess how union demands, especially on compensation and working conditions, may drive up operational costs. These cost increases could threaten the company’s competitive edge in global markets. VWNL must collaborate with unions to develop policies that balance employee needs with the company’s operational efficiency.
Historically, trade unions have played a crucial role in stabilising workplace relations, particularly during economic downturns, as seen in companies like Ford and Land Rover (Morris, 2024). However, VWNL must determine whether such models are applicable to its context. While collective bargaining can ensure stability, it may also introduce constraints if unions demand changes that conflict with the company’s goals, such as cost reductions or maintaining flexibility in manufacturing processes.
The Employment Rights Bill (2024) increases union influence, requiring VWNL to critically assess its long-term labour strategy. If unions gain more control over decision-making, especially in areas like job redesign or technological advancements, VWNL may face resistance to implementing new technologies. Proactive collaboration with unions on skill development and job redesign could mitigate resistance and help maintain flexibility while respecting employee rights.
The absence of union recognition could strain employee relations, increase the likelihood of industrial action, and hinder VWNL’s ability to address workplace concerns. This would negatively impact the company’s reputation both internally and externally (Pérez, 2024). Engaging with unions allows VWNL to maintain transparency, particularly during periods of change, such as mergers or acquisitions. Failing to engage with unions could cause more significant disruptions and damage employee trust.
Ultimately, the Employment Rights Bill (2024) stresses the importance of recognising unions, but VWNL must carefully assess the broader implications. Union engagement offers benefits, such as improved communication and morale, but also challenges, such as rigid processes and increased costs. VWNL can navigate these challenges by collaborating with unions while ensuring operational flexibility and maintaining its competitive advantage.
1.5 Legal Factors
The recent amendments to the Equality Act 2010, particularly under the Employment Rights Bill (CIPD, 2024), highlight increased compliance requirements for organisations in preventing workplace harassment. Employers are now required to take "all reasonable steps" to prevent sexual harassment, which includes implementing comprehensive policies, training programmes, and robust reporting systems (Hersch, 2024).
Sexual harassment remains a pervasive issue despite increased awareness. A Trades Union Congress (TUC, 2016) study found that over 50% of women reported experiencing harassment at work, yet nearly 80% did not report it due to fear of retaliation or inadequate reporting systems. VWNL must address this by ensuring compliance with the new legislation, which could involve regular training for all employees and management, as well as anonymous reporting systems to encourage reporting without fear of retaliation (Walsh and Magley,2019).

However, ambiguity in the law regarding what constitutes "all reasonable steps" creates challenges, particularly for smaller businesses like VWNL. Larger companies may have the resources to implement extensive training and reporting systems, but smaller organisations may face financial and logistical constraints. Clearer regulatory guidance will be crucial in helping VWNL implement effective measures.
The legal obligation to foster a harassment-free workplace also carries ethical implications. The McDonald’s UK case (BBC News, 2023) shows how failing to address harassment can damage consumer trust, employee morale, and investor confidence. VWNL must prioritise creating a safe, respectful environment to protect its reputation and ensure employee well-being. Proactive compliance with these legal requirements will not only mitigate legal risks but also enhance employee morale and engagement.
In conclusion, VWNL must carefully navigate legal, political, and social factors, balancing compliance, employee welfare, and operational needs. Effective strategies in these areas will contribute to the company’s long-term success, ensuring it remains competitive in a dynamic market.

1.6 Conclusion
In reviewing the PESTLE factors, Volac Whey Nutrition Limited (VWNL) must adapt to numerous external opportunities and risks that will impact its success. Addressing challenges related to labour, regulatory changes, and workplace culture is critical for ensuring sustainability and growth, but each factor presents its own complexities.
The evolving labour market, characterised by skill shortages, demographic shifts, and an ageing workforce, presents VWNL with the need for proactive strategies like apprenticeship programs, upskilling initiatives, and strong partnerships with educational institutions. While these strategies are essential for cultivating internal talent and addressing skill gaps, VWNL must also consider the challenges of aligning educational curricula with industry needs and the additional complexities of attracting talent in areas with declining populations. Offering incentives such as remote work or relocation packages could help, but these come with operational costs that need to be managed. VWNL can further benefit from leveraging data-driven strategies to optimize workforce planning, forecast future skill gaps, and enhance recruitment efforts.
VWNL also needs to tackle the challenges posed by a declining and ageing population. Innovative solutions like expanding apprenticeship programs and fostering an inclusive, future-focused workplace culture are crucial. However, resource allocation and potential resistance to change from existing leadership and employees could slow these efforts. VWNL must ensure a strong commitment to internal culture change, ensuring alignment between generational values and management practices to drive progress (Hitt, Keats & DeMarie, 1998). Additionally, it is important to recognise that embracing generational diversity could help bridge knowledge gaps while fostering a more inclusive and cohesive work environment.
The Employment Rights Bill (CIPD, 2024; House of Commons, 2024) emphasises the growing importance of trade unions in fostering fair and inclusive workplace practices. VWNL needs to recognise trade unions and build collaborative relationships to promote stability and reduce conflict. However, VWNL should be mindful of potential bureaucratic hurdles or slower decision-making processes that unions may introduce, especially if unionisation rates are low within the company. By implementing proactive engagement strategies, VWNL can ensure smoother negotiations and avoid unnecessary delays.
Finally, addressing changes in sexual harassment legislation is both a legal obligation and an opportunity for VWNL to demonstrate leadership. Implementing training, enhancing reporting mechanisms, and fostering a safe, respectful workplace will require significant resources but are essential for ensuring compliance and strengthening organisational culture (McDonald, Charlesworth, & Graham, 2015). In addition to legal compliance, investing in a safe workplace culture will contribute to improved employee morale, loyalty, and overall productivity.
In conclusion, VWNL must critically adapt to these external factors by proactively addressing the challenges each presents. By aligning long-term strategic goals with immediate needs, VWNL can ensure sustainable growth and continued success.
1.7 Recommendations	Comment by Rhiannon Akers: You have taken the feedback on board in relation to including relevant details. 
To ensure sustainable success, Volac Whey Nutrition Limited (VWNL) must embed Human Resource Management (HRM) as a strategic partner in achieving business objectives. The PESTLE analysis has identified key external challenges, particularly in workforce shortages, regulatory changes, and workplace inclusivity. Addressing these requires a structured, evidence-based approach that aligns immediate business needs with long-term strategic planning (Lin, 2006).
1.7.1 	Addressing Labour Shortages through Apprenticeship Expansion
To mitigate skill shortages, VWNL must establish apprenticeship programmes that provide industry-specific training and talent development (Valiente, López-Fogués, Fuentes, and Rosado,2020). Establishing long-term partnerships with colleges, universities, and vocational training providers will ensure a structured talent pipeline. A dual education model, where apprentices gain practical experience alongside formal qualifications, will enhance workforce readiness and retention. ( Fürstenau, Pilz, and Gonon, 2014).  Additional incentives such as tuition reimbursement and structured career pathways will encourage participation while supporting long-term career progression within the company.	Comment by Rhiannon Akers: Source to support? 	Comment by Rhiannon Akers: Source to support? 
The initial investment required for programme development, partnership agreements, and marketing is estimated at £50,000, covering legal agreements, curriculum design, recruitment drives, and branding. On an ongoing basis, VWNL will incur £10,000 to £15,000 per apprentice per year, including wages (£7,000–£12,000), training costs (£3,000–£5,000), and mentorship resources (£1,000 per apprentice). The UK Apprenticeship Levy (Patrignani et al., 2021) provides government subsidies of up to 95% for training costs, potentially reducing the financial burden. A six to twelve-month pilot phase is recommended, with full implementation within 24 months.	Comment by Rhiannon Akers: Source to support? 
The expected benefits include lower external recruitment costs, an increase in highly skilled, VWNL-trained employees, and a stronger retention rate for young talent. However, challenges such as competition for apprentices and delays in establishing partnerships must be anticipated, requiring a structured risk management plan. Additionally, VWNL can highlight how apprenticeships contribute to long-term workforce sustainability by reducing turnover, fostering loyalty, and providing a cost-effective recruitment solution.
1.7.2    Strengthening Workforce Planning and Employee Retention
VWNL must invest in HR analytics software to improve workforce forecasting, recruitment efficiency, and retention strategies (Vira and Mulay, 2024). AI-driven HR analytics tools such as SAP SuccessFactors, Workday, or Oracle HCM will allow VWNL to anticipate demographic shifts, emerging skill gaps, and hiring trends, enabling proactive adjustments to workforce planning.	Comment by Rhiannon Akers: Source to support? 

The estimated investment for this initiative is £30,000 for software licensing, with an annual maintenance cost of £5,000 covering updates, compliance checks, and IT support. Implementation should take place over six to nine months, with quarterly workforce reviews to ensure effectiveness. The expected benefits include faster hiring cycles, reduced turnover, and improved workforce engagement metrics (Karmańska, 2020). However, resistance to AI-based workforce planning and concerns over data privacy regulations (GDPR) may need to be addressed through employee engagement initiatives and transparent policy communication.	Comment by Rhiannon Akers: Source to support? 

1.7.3 Enhancing Compliance with Employment Rights and Trade Union Engagement
With the introduction of the Employment Rights Bill (CIPD, 2024), VWNL must adopt a structured trade union engagement strategy to ensure compliance while fostering positive industrial relations. Recognising unions will not only fulfil legal obligations but also contribute to smoother negotiations and employee trust.
The cost of management training on trade union engagement and employment law is estimated at £5,000 to £10,000, covering external trainers, legal advisors, and certification materials. Additionally, a comprehensive legal review of employment contracts, grievance procedures, and compliance policies will require £15,000 for external legal consultancy services. A twelve-month implementation period is recommended, with annual audits to assess ongoing compliance and efficiency.
This initiative is expected to reduce tribunal cases, improve employee satisfaction, and minimise industrial action risks. However, potential tensions between union demands and management decisions must be carefully navigated to ensure a collaborative, rather than adversarial, relationship. VWNL should also look into measures to mitigate delays introduced by union bureaucracy, ensuring smooth, timely decision-making.
1.7.4 Improving Workplace Inclusivity and Preventing Sexual Harassment
To comply with the Equality Act 2010 and the updated Employment Rights Bill (2024), VWNL must introduce mandatory training programmes for all employees and management on sexual harassment prevention and workplace inclusivity. The implementation of an anonymous reporting system and the appointment of an internal ombudsman will further strengthen the organisation’s ability to address workplace misconduct effectively (Neubauer and Mohr, 2024; Belak and Thoele, 2020).	Comment by Rhiannon Akers: Source to support? 
The estimated cost for this initiative is £20,000, covering: • £10,000–£12,000 for external training workshops, materials, and certification from compliance bodies such as ACAS or CIPD. • £5,000–£8,000 for a policy audit and inclusion framework update. • £5,000 initial setup and £2,000–£3,000 per year for an anonymous digital reporting system (e.g., SpeakUp or Navex).
The implementation should be staggered over nine months, starting with policy reviews (three months), training rollout (six months), and final compliance checks. Expected benefits include lower legal risks, improved organisational culture, and increased employee trust. However, ensuring ongoing policy enforcement and cultural adaptation remains a challenge. Moreover, referencing examples of similar companies that have successfully implemented sexual harassment training (like Microsoft) would highlight the potential effectiveness of these investments.
1.7.5 Leveraging Data Analytics for HR Decision-Making
To improve efficiency, VWNL should integrate AI-driven HR analytics to evaluate recruitment trends, staff performance, and employee turnover risks. Demographic data from sources such as ONS workforce projections should inform hiring strategies and workforce forecasting. Additionally, HR teams must receive specialised training to effectively interpret and apply data insights in workforce planning.
An initial investment of £20,000 has been identified for software licensing, with the full estimated cost being £40,000. The annual maintenance fee of £10,000 will cover technical support, compliance updates, and cybersecurity protections. A feasibility assessment will be conducted to evaluate the financial viability and strategic benefits of securing the remaining funds. If approved, implementation is expected to be completed within six months, followed by a three-month HR team training period. Benefits include data-driven hiring strategies, reduced hiring costs, and stronger workforce retention analytics. Potential risks include data privacy concerns and employee resistance to automated decision-making, requiring policy transparency and GDPR compliance measures (Khulbe,2022; Lekshmi et al.,2024). 	Comment by Rhiannon Akers: Sources to support?

1.7.6     Summary of Key Recommendations with Cost Breakdown
	Recommendation
	Estimated Cost (£)
	Breakdown
	Timeline

	Apprenticeship Programme Expansion
	50,000 setup, 10,000–15,000 per apprentice/year
	Training, wages, partnerships, mentoring
	6–12 months pilot, 24 months rollout

	Workforce Planning & Retention
	30,000 setup, 5,000/year maintenance
	AI-driven HR analytics, software updates
	6–9 months

	Employment Rights & Union Engagement
	5,000–10,000 training, 15,000 contract review
	Management training, legal advisory
	12 months

	Sexual Harassment Compliance
	20,000 setup, 5,000/year
	Training, policy audits, reporting system
	3–9 months

	HR Data Analytics
	40,000 setup, 10,000/year
	Software licensing, HR training, IT support
	6–9 months



By implementing these strategic HRM initiatives, VWNL can effectively address labour shortages, strengthen workforce planning, ensure compliance with employment laws, and enhance workplace inclusivity. A structured, evidence-based approach, backed by investment in technology, employee development, and regulatory compliance, will ensure that VWNL remains competitive, legally compliant, and an employer of choice. Investing in apprenticeships and talent pipelines will secure a skilled workforce, while trade union collaboration and compliance measures will improve employee relations and regulatory adherence. Enhancing workplace inclusivity and leveraging data-driven HR decision-making will position VWNL for long-term sustainability and growth. Through stakeholder engagement, effective workforce planning, and continuous policy development, VWNL can navigate external challenges while fostering a resilient, high-performing workforce that supports the company’s strategic vision.
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