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Glossary of Terms
BCBC - Bridgend County Borough Council
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KPI - Key Performance Indicator
WAG - Welsh Assembly Government
PESTLE - Political, Economic, Sociological, Technological, Legal and Environmental
RAG - Red, Amber and Green system for keeping track of current target and requirement status


















EXECUTIVE SUMMARY 
The following report outlines the most impactful external influences affecting - or likely soon to affect - Valleys To Coast housing association. Key priorities are highlights based on analysis of the external environment via the PESTLE analysis model along with a critical analysis of the model and its usage. Recommendations are given to support business decision making to meet the ambitions of our corporate strategy and people strategy going forward. These recommendations are based on the most influential Political, Social and Technological factors. 

Recommendations are made for a review our commitments to developing new homes from April 2023 onwards, a working group to assess forthcoming legislation and happenings likely to affect the organisation, seeking to bring older workers into our workforce,  new ‘ways of working’ policy and reviewing the use of current and future housing technologies with collaboration from other associations within the sector.

If approved and successful the above recommendations will help to ensure adequate strategic planning and adjustment in order to meet our strategic priorities as outlined in our corporate strategy 2021-2021 (V2C, 2021) 
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1. Introduction
Valleys to Coast Housing association has been in operation since 2003 after the acquisition of 3000 homes from the Bridgend local authority. It employs 250 staff to provide rented homes to 5500 customers. It operates from its main office and its trade depot situated in Bridgend.

This report aims to identify and analyse external factors that need to be considered for future corporate and HR related strategy by Valleys to Coast From 2023 onwards. 

Review and consideration of different models to analyse the external environment will be provided with critical analysis of their benefits and usage. Recommendations will be given to support future strategy based on detailed analysis of key and likely impactful external factors. 

1.1 Methods of Analysing external environment
It is first necessary to understand the external environment and as such there are proven and widely used tools available to comprehend the likely impact factors may have on their business. These include the PESTLE analysis (CIPD, 2022), Porters Five Forces (Porter 2008) and SWOT (Schaefer, 2015). 

In order to ensure an easy to understand and accessible method for analysis and explanation research for this report uses the PESTLE analysis tool analysed below. 




1.2 What is PESTLE analysis?
The PESTLE analysis is a tool widely used across businesses to analysis the Political, Economic, Sociological, Technological, Legal and Environmental external factors relevant to an organisation.  It is affective at looking ‘behind the internal factors to consider what is happening in the marketplace that the organisation operates in’ (Franklin 2011)

Based on the original PEST (political, economic, social and technological) analysis developed in the 1980s onwards . PESTLE expands on this further with the Political and Legal factors separated plus the Environment factor added.  (Kew, 2016). PESTLE analysis cover ‘issues that could significantly affect the strategic development of a firm.’(Law, 2016)

1.3-Consideration of the PESTLE method
Several advantages to the PESTLE model include its simple framework and support of strategic thinking. Disadvantages include the requirements for a large amount of sufficient and relevant information in order to be effective which is not always easy to obtain. The analysis also needs to be conducted on a regular basis to be effective. (CIPD, 2021). The model also only covers 6 areas whereas more may be needed for effective strategic planning. The analysis will also only give a snapshot of the external factors at any given time. 

Models such as Porter's 5 Forces (Porter, 1980) focus more on competitors to the whereas PESTLE focuses less on these and should be used in conjunction with other analysis tools such as the 5 forces and a SWOT analysis (CIPD, 2022) for cleaner understanding. A PESTLE analysis will also identify opportunities and threats (Griffiths, 2011) and as such can be used to support a later SWOT analysis. Therefore if used to its full extent with relevant information collated (and an understanding of its limitations requiring further / alternative analysis) the PESTLE analysis is suitable for the purpose of strategic planning relevant to HR and corporate needs for Valleys to Coast



















2 External factors currently affecting Valleys To Coast
The below gives details of the key political, social and technological factors that need to be considered for effective strategic planning at Valleys To Coast. These three areas of the overall model were chosen as they contain the factors most likely to have an impact on the organisation and as such form the basis of any recommendations. A full PESTLE analysis can be found with this report (appendix 1) 

2.1 Political factors
Housing Associations in Wales are regulated by the Welsh Assembly government to ensure they ‘provide good quality homes and services.’ (Community Housing Cymru, 2021). Rent paid by customers to housing associations is their key source of income. This in turn funds business requirements such as loan repayments, future affordable housing planning, housing and communal area repairs and improvements, various additional services, and to pay and support staff. 

SImilarly to legislation implemented in Scotland (Cuffe, 2022) the Welsh government recently voted on a rent cost freeze for the housing market. Although this was rejected in November 2022 (ITV, 2022) this does highlight the potential and highly impactful consequences of an alternative government gaining power could have on our sector. This legislation was brought to Parliament as part of a a suggested support package during the current cost of living crisis with potential to ‘save households £300 per year and provide financial stability for 4 million families’ (Department for Levelling Up and Communities, 2022) 

In response to the implemented freeze in Scotland and their planned implementation in Wales the Scottish Federation of Housing Associations issued a statement condemning the plans as the move would “result in housing associations being forced to cut back on vital support services for tenants” (SFHA, 2022). This will in turn impact our plans for new affordable housing, decarbonisation, and continued tenant support services. Our professional body of the Chartered Institute of Housing (2022) is also in support of the good intent behind the agreement there will be significant consequences for the sector and tenants (CIH, 2022). 

Going forward our sector will continue to be guided and regulated by the Welsh assembly government and therefore Impacted by the political environment and agenda.  in order to effectively react and put the business in the best position to work within any new legislation it is imperative that the business stay as up-to-date as possible with changes to legislation.  

As detailed in our corporate strategy (V2C, 2021) our strategic priority of ‘Safe and happy customers’ is to be achieved via ‘brilliant services that are easy to use, with an offer of digital services so good that customers choose to use them’. With several upgrades to our internal systems such as Jigsaw and Castleton still being in the early stages of multi year transformation projects - cuts to budgets available to these could be detrimental to our customer experience.

Likewise our priority of ‘safe and happy colleagues’ can only be achieved via ‘Making sure all colleagues are equipped with the skills and tools they need to deliver brilliant services’. With increased expectations from housing associations on continued tenant support services there is the danger that resources such as staffing hours and budgets could be reallocated from our development department creating new affordable housing or projects supporting our goals towards decarbonisation. This may include a lack of suitable training and software to support and monitor progress.


In addition to news around the proposed rent freeze the WAG has confirmed in October 2022 that from April 2023 rent from social housing landlords such as ours ‘will rise by a maximum of 6.5% from April next year’ (Delahunty, 2022). This is in contrast to previous plans by the WAG from 2019 to allow increases by a maximum of Consumer Price Index (CPI) +1% (Heath, 2019). On this previous calculation rental income would be a lot higher for 2023-24 due to the recent rapid inflation rate. The less than optimal cap to our earnings comes as the Renting Homes Act has been introduced barring the eviction of customers for financial hardship and ambiguously gives more power to customers to withhold rent (where it is not paid to us directly as part of government benefits) 

With Industry experts suggesting that the rent cap could ‘wipe out up to £1.2bn for housing associations’ (Davies, 2022), this will in turn affect our businesses' long-term plans as we need to compensate for an unexpected loss of income over the next financial year. In order to counteract the decrease in incomes the business needs to plan strategically what areas of the business will be affected by the reduced income with minimal impact to our strategic priorities. An area for consideration is the investment into building of new homes. So far this financial year V2C has invested a total of £642500 in new developments (V2C, 2022). 
Any reduction of new developments would directly impact our priority of ‘Maximising opportunities to develop new homes that provide for present and future living’ (V2C,2021) however alternatives could be explored to meet housing demand. This includes reduction in  vacated properties times, acquisition of older properties through private sale or from the local authority and building new homes in smaller batches.

2.2 Social factors
Demands for housing in Wales is significant with large waiting lists with local authorities such as Bridgend for affordable housing. The Welsh government estimated in 2019 a demand for a further 114,000 homes across Wales up to 2038 (Gov.Wales, 2019)

Currently the waiting list for social housing facilitated by the local authority of Bridgend is at an estimated minimum a 5-year wait for a one or two bedroom property within the borough (See Appendix 2). With a requirement to place 75% of our new customers through the housing register this means that even though a third of customers are brought to us this way there are still many more waiting for housing that we cannot house.

Demands on housing associations and the services they provide are likely to increase further as alternatives of housing and help decline. With the current cost of living and financial crisis people of low income are experiencing financial pressures pushing them towards social housing. Private landlords are selling rental homes due to increasing interest rates (Propertymark 2022). Rough sleeping rates remain at low levels within Bridgend as post pandemic but this continues to be of public concern. (Gov.Wales, 2022)

In 2021/2022 Valleys to Coast built 107 new homes within the borough. In order to keep up with demand solely would mean an average 398 more each year based on the latest government estimates. (Bradfield, 2019). As the vast majority of social housing in Bridgend is provided by ourselves this puts significant pressure and opportunity to meet the demands from the local population and targets to reduce waiting times of the housing register. 

With the increasing population and ever increasing demand for homes in the local area Valleys To Coast needs to consider how well aligned its strategic priorities are with meeting its fundamental purpose of providing homes where people feel happy and safe in Bridgend.

With its current rate of building homes the organisation will not make a significant impact to meet the demand based on the Welsh government's figures and projections over the next 15 years for housing. This means that either there will continue to be a large shortage in the number of homes available or other housing associations and landlords will proactively seek to to build and provide homes in the borough where previously the majority of social housing and low-income housing has been provided by ourselves.

As described above in addition to the consideration of providing new homes we also need to look at innovative and impactful ways to to meet the demand of housing in the county such as reducing the time properties are vacant and rejuvenating and repurposing buildings already in existence. 

In addition Valley to Coast’s workforce  is already being affected by the ageing population with employees having a current above average median age of 47.5. (V2C,2022). If this trend continues as expected this will have a significant impact on our people strategy and the demographics of our workforce. As stated by the CIPD ‘People professionals have a key role in helping their organisations respond to both the challenges and opportunities of an ageing workforce, especially in terms of how the design of work and jobs will need to adapt.’ (CIPD, 2018)

With staff in work longer there is also an increasing likelihood that they will need to re skill in order to stay relevant and provide optimum value to the workforce. 

There Is also an opportunity to tap into a talent pool of older workers as in 2018 the ONS  reported that ‘there are 866,000 potential workers aged 50 to 64 years who would like to work but can’t.’ (Storey, 2018). Whilst this figure is pre-pandemic inline with the ageing population this number has likely increased. The main barrier given by respondents to this survey was that of ill health. Depending on the illnesses affecting each person, with the new options for employees working remotely and an increased time flexibility  we can offer colleagues at Valleys to Coast a large number of those who wish to work but are unable to could be potential candidates for us. Whilst  figures indicate that a large majority of over 50s left the workforce throughout the pandemic, recently published data indicates that three out of five over 50’s are now looking to return to the workplace, providing favourable working arrangements (Cholteeva, 2022).
It will however come with its recruitment challenges as a recent study showed that common Micro-perceptions of hiring managers around the world have about job candidates who are between 45-60 years old are ‘They won’t catch on to the technology. ‘They’ll have a hard time developing new skills.’ ‘They won’t relate well to teammates of different generations.’ (Mckinsey, 2022)

As an organisation we need to assess the impact of our ageing workforce to our overall people strategy making adjustments to not only retain but also to recruit older workers can have many benefits such as them acting as mentors to younger colleagues, sharing experience, and bringing practical wisdom into decision making. (Marks, 2018).

With an excessively tight labour market across the UK currently with no sign of change it is imperative that we look to innovative and alternative ways to ensure we have the skills and knowledge within the organisation. (British Chamber of Commerce, 2022)


Whilst there are evident benefits to bringing these workers into the workforce it is also worthy of note that they bring their own set of potential barriers and support needs.This includes an increased likelihood of long-term illness which is likely require support and flexibility on a case-by-case basis. Without connecting with and bringing this potential workforce back into the workplace we are not only at risk of losing their knowledge and skills altogether but they also potentially may become an asset of competitors.

It is recommended we seek to market roles - particularly those with a high amount of flexibility - to older demographics. This could be via in-person events, specialised job boards, employee referral programs and bespoke marketing campaigns. 

2.3 Technological factors
Technology is constantly improving and causing rapid obsolescence of new equipment. Housing associations are struggling to keep up with this fast pace of change with ‘Technological capabilities and tenant expectations are rapidly changing, placing even greater pressures on housing associations.’ (Lewis, 2022)

One area in our business where we do not see success with technology is within providing digital services and options for our customers that are robust, up-to-date and designed with the user experience in mind.  Customers still currently use three separate systems for viewing rent payments, arrears and home information. 

Not only are we behind the technology curve as a housing sector, there is also potential that without further investment and focus on our own new technologies that we fall behind to other Welsh housing associations. Recently North Wales Housing Association were the first association in Wales to launch an AI chatbot. This bot is ‘designed to answer a range of tenant queries 24/7, thereby freeing up time for customer support teams’. In months of operation the chatbot answered ‘1194 questions with an average response time of 1.82 seconds.’ (Businessnewswales.com, 2022). 

Valleys to Coast has clear gaps and failings where technology could support operations such as getting systems connected together, smart planning of repair jobs, automatic monitoring of KPIs and reduced administration.
This in turn will provide us with a better delivery of service, a more consistent and convenient experience for our customers and a likelihood of increased job satisfaction for our colleagues.  Some consideration is also needed however for those customers who are unwilling or unable to interact with us outside of ‘traditional’ means such as face to face and telephone conversations.

With regards to technology in housing, although we traditionally appear to be behind the curve as a sector in terms of new technologies and embracing change it is important to either embrace this change as it comes proactively or otherwise we will continue to always be further behind. Technology should be seen as a massive opportunity to upskill colleagues and to future-proof our organisation as well as providing the best and most efficient services we can offer to customers and colleagues alike with it’s support. 

Whilst we have no illusions due to the size of our organisation and the services we provide of being at the forefront of technology -  this is an area where the uniqueness of the collaboration opportunities with each other businesses within the social housing sector can play to our advantage. By seeking support and testimonials from elsewhere that have implemented new technologies both successfully and unsuccessfully we can minimise risk and wasted resources whilst supporting our strategic priorities. 


The 2020 Covid pandemic forced businesses such as ours to address and provide the option of homeworking to our colleagues. The technology we had in place in 2020 such a Google Workspace infrastructure and Google Chromebooks for all colleagues allowed this transition to be relatively seamless. Currently no decision has been made on requirements for office, Home or hybrid working a Valleys to Coast. Staff however expect to continue to work from home in a post pandemic workplace and In a recent national survey “84% of workers who had to work from home because of the coronavirus pandemic said they planned to carry out a mix of working at home and in their place of work in the future.” (Gov.uk,2022). The flexibility of working from home with currently available technology gives many advantages to colleagues who can fit personal appointments,  responsibilities and personal needs around their job role with significant cost savings of reduced commutes. 

Studies show however a disparity with opinions on staff productivity whilst home working with ‘Managers are more likely to say it harms productivity, while employees are more likely to say it helps.’ (Bloom, 2023). To go against the trend of flexibility for home working has potential to lose colleagues and decrease morale as seen in an extreme case of Elon Musk being forced to change his stance on home working after a wave of resignations following its removal at Twitter. (Wagner, 2022).

Technology will continue to develop further to support working from home. However considerations  must be made on the impact to our organization's culture when colleagues are working remotely. We have seen heavy recruitment over the past 3 years with 26% of our colleagues starting during the pandemic, meaning that a remote work culture is all they’ve ever known (V2C, 2022).  For these and returning colleagues the management of any return to the workplace will need to be supported as much as possible in line with our people strategy. Those working from home are ‘compelled to live in social isolation and emotional distancing.’ (Kaushik, 2020) and we must ensure that we are continually engaging with those working at home. 


A strategic decision needs to be made and communicated to colleagues on what their working patterns of home, office and or hybrid working will look like going forward. This may differ depending on service needs and roles however clear guidance needs to be formed and consulted on aligning with our people strategy.

In our corporate strategy we state that one of our priorities is ‘enabling colleagues to work effectively from anywhere having brilliant, well designed and secure technology’ (V2C, 2021) Which we continue to support with our IT strategy.  This however is not currently being supported with guidance and policy on home working in a post-pandemic workplace. 

Consultation with colleagues is critical to find a working model that supports individuals needs whilst also not having a detrimental effect on our service. If the workforce continues with some form of home working there’s a need for proactive engagement and initiatives aimed to support demonstration and understanding of our company culture. 
3. Conclusion  
After reviewing external influences affecting - or likely soon to affect - our organisation some key priorities have been highlighted as having a detrimental effect to our corporate and people strategies. 

Political external influences most likely to have an impact are regulatory requirements with the WAG. These include the recent Renting Homes Act and rent capping from April 2023. 

Social external influences align directly with our mission statement of ‘providing homes where people feel happy and safe’ (V2C, 2021) with changes needed to the way we build and procure new homes if we are to prioritise those most needing support. 

How we adapt to, use and implement new technologies will impact our strategic priorities. We must ensure our reliance on technology for home working dos not sacrifice employee well-being or diminish organisational culture. 

Recommendations are given below and listed in order of importance and priority  based on the analysis of the key external influences.





4. Recommendations
FIrstly is the recommendation to review commitments to developing new homes from April 2023 onwards. This includes reviewing financial viability of planned new developments as well as looking at alternatives to meet demand. Alternatives to new developments to consider include a reduction in the time properties are left empty - currently at the time of writing a 33 day average (V2C, 2022) - acquisition and renovation of older properties and building homes on a smaller scale reducing wait times and minimising similar spend to this years £642500 as of Q3 2022/23. 

Secondly is the recommendation that a by-monthly group is established to ensure the business is up to date on external happenings affecting the sector. This will include colleagues from various departments and aim to highlight not only Welsh government legislation but also looking outward at the housing sector of the UK holistically in order to identify any trends and emerging changes likely impacting corporate strategy. 

It is also recommended that as an organisation we seek to market roles - particularly those with high flexibility - to older demographics. This could be via in-person events, specialised job boards, employee referrals and bespoke marketing campaigns.This is also likely to bring changes to our people strategy and absence management policies as we we likely need to become more dynamic in the way we manage and support those with long-term health conditions which are more likely with older recruits. Costs will vary depending on methods used but will likely be cost effective vs the cost of non or poor recruitment.

A consultation is needed with colleagues in order to develop and propose a new ‘ways of working’ policy and procedure to give guidance and clarity to colleagues and managers on our expectations is a business for hybrid and remote working. Costs should be minimal outside of employee time and allocation of workload to the People team. 

Finally it is recommended that we seek opportunities to collaborate with other Housing Associations in Wales to understand current successes and failures of implemented technologies. This could take the form of site visits to other social landlords and with potential buy-in a working group to collaborate together on procuring, piloting and testing new technologies before investing inexpensive new hardware or multi year software contracts. Costs should be minimal outside of employee time allocation and has potential for large savings on unsuitable technologies and shared procurements.
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7.Appendix 1 - PESTLE Analysis 
	
	External Factors 
	Effect on Valleys To Coast
	Importance

	Political
	BREXIT











Possible Political power changes












Changes to local government leaders in Bridgend



Rental increase cap of 6% from April 2023

	Logistical issues with possible trade barriers between countries and the UK increasing costs of materials and goods

End of free movement within Europe to potentially affect recruitment candidates numbers


Potential future changes for UK to employment law as changes made from currently in place similar EU regulations


Affects average wages, pensions interest rates and 
employment rights. Also likely to affect funding and support available to housing associations.


New relationships and connections to maintain high level of collaboration with local authority


Rent unable to be set in line with current inflation meaning less income for the organisation and tighter spending
	Unknown

	Economic 
	The strength of the pound has reduced over the past 12 months affecting the price
of imports and high inflation rates

Economic impact of recent pandemic still being felt across the world 


Salary trends in the sector and competing sectors


	An expected higher than average (2%) annual inflation across the uk may likely see higher rent rates for customer required



Cost of borrowing and effects of renegotiation of company loans will increase.



Likely higher costs per hire and salaries needed to stay competitive.

Ensuring induction programs and colleague experience is as effective as possible to improve currently high turnover




	High

	Social
	Rough sleeping rates remain at medium to high levels and continue to be an issue of public concern

Demands on housing associations and their services
are likely to increase further as
alternatives of housing and help decline



Tight labour market across the UK



Population demographics
	Increased needs to build and rent more homes - including ensuring time properties left void is minimal



Increased training for staff to understand current legislation and support available for those in need such as with money advice, food bank availability and referals to the local authority/other housing availability where we cannot meet the demand


Increased costs and time to recruit - in particular for positions also sought in the private sector where wages are typically higher

Affects the requirements of our customers, their needs and how they wish to interact with us. V2C will will need to adapt it’s ways of working and services accordingly.
	Medium

	Technology
	Technology is constantly improving causing rapid obsolescence of new equipment. 




Innovations in building technologies such as modular homes and new building techniques.

Complexity of housing associations makes data difficult to control and keep up to date

Increasing requests from customers for data access requests




Continuing Increase of cyberattacks and malware


Staff expected to continue to work from home in a post pandemic workplace


Expectation to automate services where appropriate
	Continuous budgeting and procurement of hardware and software required where current technology does no5 meet business needs or investment in new technologies can can provide substantial return on investment.

Retraining of staff for implementing and maintaining homes with new technologies



Continued monitoring and Investment in new systems and roles as required



Processes need to streamlined with customer data currently being stored across several unlinked systems. Retraining of GDPR and holding of customer data required for all colleagues

Increased costs and skills needed from internal IT functions to minimise increasing threat

Ensuring available technologies at home and in the office to prepare for future hybrid working plans.


Need to automate services as much as possible to meet customer expectations and support value for money from rental income
	High

	Legal 
	Introduction of Renting Homes Act






Ongoing and increasing pressure from WAG to demonstrate value for money annually, increasingly through targeting and KPI data. 

Recommendations  from reports conducted following Grenfell fire and legislation expected to be come legislation from some point in 2023
	Recontracting with all our rental customers with further rights given. Customers (referred to as contract holders going forward) will be able to withhold rent if homes not kept to a new minimum standard.

Better systems and record keeping needed to ensure tracking of all requirements. Potential future recruitment of role to monitor and ensure compliance of report RAG



Dependant on outcomes there will likely be a requirement to ensure homes are compliant within a relatively short time. Reallocation of internal resources or outside procurement will be required.
	Critical

	Environmental
	WAG target for housing sector to be carbon neutral by 2050





It is currently unclear regarding plans and funding available from the government regarding 
sustainable development and climate change

Growing social pressure to use environmentally sustainable practices
	Creation of new roles and changes to current ones as old fossil fuel heating in properties is gradually replaced.

Securing of funding and investment to meet corporate and WAG targets

Seeking of clarity where possible from WAG and reacting accordingly when available funding is confirmed





Retraining of colleague on decarbonisation and ensuring processes internally are as sustainable as possible with innovation and investment. Also ensuring procured goods and services align with our sustainability goals
	Medium


















Appendix 2 - Snapshot of current waiting list for Bridgend County Housing register
'Unknown' indicates that we are unable to calculate an estimated waiting time for this area; it is therefore unlikely that a property will become available for this area and bedroom size
Bridgend
	Area
	Properties
	Lets
	Applicants
	Applicants Ahead of You
	Estimated Waiting Time

	Brackla
	100
	1
	32
	31
	5+ Years

	Bryntirion, Laleston & Merthyr Mawr
	92
	0
	34
	33
	Unknown

	Cefn Glas
	0
	0
	31
	30
	Unknown

	Coity
	0
	0
	29
	28
	Unknown

	Coychurch Lower
	0
	0
	23
	22
	Unknown

	Litchard
	3
	0
	30
	29
	Unknown

	Llangewydd & Brynhyfryd
	75
	0
	22
	21
	Unknown

	Morfa
	224
	1
	21
	20
	5+ Years

	Newcastle
	88
	0
	25
	24
	Unknown

	Oldcastle
	68
	0
	27
	26
	Unknown

	Pendre
	28
	0
	30
	29
	Unknown

	Ger-y-Nant Retirement Unit - Bridgend (Morfa)
	12
	0
	5
	4
	Unknown

	Llys Faen Retirement Unit - Bridgend (Morfa)
	55
	0
	5
	4
	Unknown

	The Beeches Retirement Unit - Bridgend (Morfa)
	40
	0
	5
	4
	Unknown

	Hanover Court Retirement Unit - Bridgend (Newcastle)
	40
	0
	4
	3
	Unknown

	Glan Ogwr Retirement Unit - Bridgend (Oldcastle)
	37
	1
	5
	4
	5+ Years


Source: BCBC Social Housing Register: https://www.bridgend.gov.uk/residents/housing/housing-register/
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