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[bookmark: _Toc119866661]Introduction
It is widely recognised that organisations of all sizes are susceptible to changes from both the internal and external environment. McKee (2022) recognises the importance of utilising a number of tools and techniques to lead the analysis of these changes. It is further claimed that changes can be identified and managed with effective HR intervention (Marchington, 2020). 
One well-established tool abbreviated as ‘PESTLE’, considers the Political, Economic, Social, Technological, Legal, and Environmental factors outside the organisations sphere of influence. Fletcher and Leatherbarrow (2019) propose the PESTLE tool is therefore vital to an organisations strategic planning as a way of exploring future changes that can impact the organisation. 
The PESTLE tool provides a simple way to anticipate the wider business context and in doing so, can enable organisations to take advantage of any opportunities or minimise the impact of any adverse effects (CIPD, 2021a). PESTLE analysis also offers more rigour that similar tools as it reviews future trends which can affect an organisation as opposed to reviewing historical data (Kew and Stredwick, 2016). Cadle, Paul, and Turner (2010) even go as far as to outline that failure to identify such external changes could ultimately lead to the failure of the entire business and adequate PESTLE analysis is not undertaken.     
THE PESTLE tool does however have some recognised drawbacks as focusing solely on the external environment may lead a business to missing internal opportunities and threats. CIPD (2021a) suggest an inherent risk occurs as data can be either insufficient or oversimplified which could lead to incorrect assumptions and plans being made. Furthermore, Taylor and Woodhams (2022) conclude that the pace of changes has also made it increasingly difficult to anticipate external changes and the process would therefore need to be repeated regularly to be sufficient. 
Taylor and Perkins (2021) acknowledge that whilst the PESTLE analysis tool has already evolved significantly, the emergence of globalisation and other factors has meant new factors also need to be considered to be effective. There is also the acknowledgement that various other analysis tools can be utilised to evaluate the business environment (McKee, 2022; Serrat, 2017). It is therefore recommended that the PESTLE tool is used in conjunction with additional tools to fully understand the external business environment to inform HRM strategy (Cadle, Paul, and Turner, 2010; McKee, 2022). 
In analysing the PESTLE factors, an organisation can examine possible courses of action to address the short to medium term opportunities and threats facing the organisation which will affect their corporate strategy. This can therefore enable an organisation to make informed decisions that can make them more competitive or anticipate changes to lessen their detrimental effect. 
This report will use the PESTLE tool to evaluate the environment factors that will affect Sancta Maria Hospital, a medium size organisation within the charitable sector. 
[bookmark: _Toc119866662]Main Findings 
This report will undertake an analysis of Economic, Social, and Technological factors.
[bookmark: _Toc119866663]Economic

In the twelve months to August 2022, it is estimated that the cost of living has risen by 13.1% in the UK, the highest rate since 2008 (ONS, 2022d). Rising inflation and general costs have contributed to a fall in disposable income and in real terms, means that the cost of everyday living essentials are rising faster than household income (Neal and Webster, 2022). 
With a reported 75% of adults in Great Britain worried about the increase in the cost of living (Clark et al. 2022). There is an increased scrutiny in wages across most sectors within the UK as people are now likely to be affected by rising costs and pay has been recognised as being vital to the recruitment and retention staff (Rafferty and Holloway, 2022). 
As an employer, it means Sancta Maria have to be considerate of the rising costs to staff. This has already been evidenced in the NHS where lower band staff are struggling with the rapid rising in costs, and are faced with leaving the NHS for better salaries (Torjesen, 2022b). Whilst this could provide an opportunity for Sancta Maria to recruit into some vacancies, 32% of their own staff are currently paid under the national living wage (Sancta Maria Hospital, 2021). This could adversely affect their retention rates if their staff are forced to look at alternative opportunities to support themselves during this period.  
In considering the national living wage as a salary benchmark, Heery, Nash, and Hann (2017) promote the positive effects of implementing the UK living wage with 45% of employers reporting a reputational improvement alongside enhanced recruitment and retention when adopting this strategy. There is also an ethical argument for organisations to ensure staff receive a basic salary that exceeds the poverty threshold by paying at least the living wage as outlined by Enderle (2018). It would therefore be positive for staff currently under the living wage if Sancta Maria considered its implementation. CIPD (2022d) however acknowledge that this alone isn’t enough to guarantee financial wellbeing and should be reviewed alongside a broader financial wellbeing policy. Looking further, it may also be worth Sancta Maria considering how such a change would affect the 68% already above living wage as it may be demotivating for them in not receiving a similar increase. 
This is further explored by Medina et al. (2020) who advocate paying at least a living wage to not only recognise worker value, but to encourage social wellbeing. This was explored following the 2008 recession in which there was a noticeable decline in mental health across the UK population during the recession (Katikireddi, Niedzwiedz, and Popham,2012). The same study does however conclude that there was predominantly a decline of male mental health linked to job uncertainty and declining job markers. Whilst only 17% of Sancta Maria staff are male (Sancta Maria Hospital, 2022), the mental wellbeing of staff must also be considered during this time to ultimately reduce sickness absence and ensure a sufficient staffing provision within the hospital. 
Sancta Maria must also consider their own financial situation as rising costs won’t just affect staff, but will directly affect them as an organisation. It is reported that some NHS trusts are facing an increase of up to 200% in fuel costs (Torjesen, 2022a). In response to this the ONS (2022a) suggests that employee wages might be one area that will suffer as businesses themselves are under pressure to meet rising costs. Further to this, there is a risk that thousands of UK organisations could fail due to the costs faced by organisations (Weldon, 2022), and should provide a note of caution for Sancta Maria in reviewing staff salaries prior to assessing their own financial stability. 
In response to the rising cost of living, it is estimated that as many as 26 million people in the UK are spending less on non-essentials (ONS, 2022e). As a private healthcare provider, many Sancta Maria patients self-fund treatment. With this being considered, there could be a commercial concern to Sancta Maria if people consider some elective and cosmetic treatment as ‘non-essential’ which could see a reduction in patients and subsequent revenue. 
Reviewing the longer-term prospects of this crisis, the Bank of England (2022) expects inflation to decline during 2023, and there is an expectation that the cost of living will follow suite. Harari (2022) recognises that government policies have been introduced this year to support and estimated £37 billion support package for UK households. It could be reasonable for Sancta Maria to consider whether the temporary government support will sustain staff until costs start to decline, and depending on their own financial constraints, postpone a meaningful review of wages. There would however be an ethical consideration as existing staff paid below the living wage, could fall closer to poverty which should be considered unacceptable for a charitable organisation that claim that their people are their most valuable resource (Sancta Maria, no date). 
[bookmark: _Toc119866664]Social 
The UK is currently experiencing a period of considerable social change, which significantly impacts organisations who are having to adapt to a shift in social attitudes towards work (Taylor and Perkins, 2021). One prevalent trend, labelled the ‘Great Resignation’, has seen widespread uncertainty following the Covid-19 pandemic which has led to an increase in workers assessing their work and life priorities (Jiskrova, 2022). As a result, this has led to a decline in staff retention across multiple industries not just within the UK, but globally also.
As a healthcare provider, Sancta Maria’s service provision is reliant on skilled healthcare professionals. There is therefore an inherent operational risk to the hospital if they are unable to recruit and retain staff in an already challenging sector. 
The rise of remote working, better work life balance, and higher pay during a period of increased demand for staff are common factors attributed to the Great Resignation (Michael Page, 2022). Survey data following the pandemic reveals 77% of adults aged 50 – 59 have left their jobs sooner than expected for a range of factors including financial, health, and lifestyle choices (ONS, 2022b). Currently 27% of Sancta Maria Hospitals contracted staff fall into this age demographic (Sancta Maria Hospital, 2022), which would therefore be an area of concern if staff fromthis group where to leave. 
However, it is reported that 58% of those who have left their job would consider returning to work, citing flexible working, good pay, and working from home amongst the most important factors (ONS, 2022d). This data supports a shift in attitudes towards work and the rise in the importance of flexible and hybrid working patterns alongside traditional benefits such as pay as supported by Whitehouse (2019). As a hospital, this could also provide an opportunity to attract staff leaving other organisations by reviewing and supporting more flexible working patterns. 
Historically within the culture at Sancta Maria it had been assumed that roles were unable to be undertaken from home, especially for hands-on clinical roles. Haves (2020) discusses the rise in prevalence of clinical teams working remotely prior to the pandemic, and evidenced the practicality in which some clinical roles can indeed be conducted around a remote model. There is also evidence that remote working for some clinical services can actually increase in the number of appointments and a reduction of up to 7% of cancellations (Khanna et al. 2020). This should not only provide an opportunity for increased turnover at Sancta Maria, but also a decrease in waiting time for patients which should contribute to a more positive patient experience. 
With evidence to suggest more workers are now looking for flexible and hybrid working patterns, it would be detrimental for Sancta Maria to retain their current stance of discouraging hybrid working which could lead to an increased turnover and reduce their opportunity to recruit if not addressed.  
Another factor reportedly contributing to an increase in staff turnover is an increased focus on individuals Health and Wellbeing within a role (ONS, 2022c). Kromydas et al (2022) reports that the pandemic had a significant impact on workers mental health across all sectors within the UK, and suggests that front line healthcare workers as a sector, were more likely to be affected. It is recommended by CIPD (2022c) that consideration should be given to wellbeing service and intervention programmes to support with stress and wellbeing at work. 
This is further evidenced as a recent report suggest that up to 21% of NHS doctors surveyed were considering leaving the NHS, citing ‘burnout’ and general wellbeing during the pandemic as a contributing factor (Sheather and Slattery, 2021). This does however indicate an area of opportunity for Sancta Maria operating as a private healthcare provider to attract staff leaving the NHS under these circumstances by adverting the wellbeing services offered to meet this growing need from employees. 
Overall challenges to clinical staffing are acknowledged by Palmer (2022) who estimates that there were up to 12,000 nurse vacancies in England alone as recently as May 2021. Despite this, with approximately 13% of the total UK workforce employed in the healthcare sector (Anderson et al 2021), there is a contradictory argument that there are always natural fluctuations in recruitment within such a large sector. The longevity of this trend can be called into question following a recent report whereby the ONS (2022a) published economic activity and social changes in the UK and indicated a 11% decline in online job vacancies across all UK job sectors compared to October 2021, which could suggest there is a reduction in turnover across the UK if vacancies are declining.  
The Great Resignation has also been recognised by the CIPD (2022b) who suggest that whilst there has been evidence of a rise in staff turnover following the pandemic, there is also contradictory evidence that this trend was to be expected as a result of prolonged furlough periods and the general reopening of the economy and therefore indicates that there is no significant long-term concern regarding staff turnover. 
Whilst there are questions over the long-term effect of the Great Resignation, there is sufficient evidence to recognise a social change underpinned by changing expectations of staff within the workforce, in particular the expectation of hybrid working and enhanced wellbeing support. In addressing these changes, Sancta Maria therefore have an opportunity to not only improve staff retention, but implement a strategy that could improve staffing engagement and promote meaningful work and support a move to “the great reimagination”. (Nowell, 2022, p117).
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Following the completion of their new purpose-built Hospital in 2021, Sancta Maria is equipped with state-of-the-art medical equipment and infrastructure. However, the development of electronic patient record systems has been overlooked and existing systems are now considerably outdated and overly reliant on manual efforts to maintain them. 
As a registered charity, financial stability is a target for Sancta Maria. However, patient experience is one key value as part of their strategy (Sancta Maria Hospital, no date). Almonmani and AlSarheed (2016) show how the implementation of electronic patient systems has been demonstrated to lead to improved patient satisfaction by improving the efficiency of patient flow and leading to reduced waiting times. It has been further evidenced that reduced waiting times enabled by quicker access to electronic records, can directly improve a patient experience in healthcare services (Tsianakas et al. 2012), Therefore, improving electronic record systems would help Sancta Maria achieve their key values. 
What is more, Menachemi and Collum (2011) suggest that new systems have also have other benefits in the healthcare sector as they can improve the accuracy of data, reduce medical errors, quality of care, and improve overall operational performance. This has been a theme observed frequently in many sources advocating the benefits of utilising electronic records systems in healthcare. For example, the prominence of available electronic systems has even been recognised by NHS England in evolving their patient safety strategy (NHS, 2019). Therefore, would naturally demonstrate a benefit of such systems for Sancta Maria who would be seeking patient safety excellence. 
Despite this, Menachemi and Collum (2011) recognise that benefits can be overshadowed by unintended consequences to these technologies. These include privacy and security concerns, workflow disruptions, and a resistance to adopting new systems. Similarly, there is an ethical dilemma as healthcare providers have to consider more than the financial incentives and acknowledge dangers in ownership, control, and the overall security of medical information (McLoughlin, Garrety, and Wilson, 2017).
Whilst there are clear commercial benefits to be achieved from implementing new systems, consideration must be given to the cost associated with the implementation of these systems such as the acquisition, training, and staffing costs of operating such developments (Taylor and Perkins 2021). 
Also, consideration must be given to staffing requirements as increased efficiencies could lead to redundancies and it is already anticipated that many future work tasks may be automated in some way (Spencer, 2018, p.1). There is already an inherent risk that roles across various sectors could be eliminated by electronic systems adopting routine jobs which is supported by Taylor and Perkins (2021). This would likely be the case at Sancta Maria as a small team are currently designated to processing patient files, and could see their roles replaced by more efficient services with the implementation of electronic patient record systems. Some research highlights that as many as 35% of UK jobs are at risk of automation within the next 20 years (CIPD, 2017). However, Arntz, Gregory and Zierahn (2016) consider that emerging technology will create new role opportunities for existing staff and therefore have less of an impact on staffing levels as staff will have the opportunity to train for new roles working parallel with new systems.
Whilst long-term cost savings could be achieved from a reduction in staffing, there is a significant risk that staff remaining within a team could experience an adverse effect to their morale following a redundancy process (Williams, 2009). This may therefore have an impact on the promotion of a positive work culture within Sancta Maria which would have to be an area for consideration. There is however an argument that new systems may provide opportunities for staff to develop and learn new skills which has actually seen an increase in staff satisfaction as employees are able to focus on less mundane tasks and focus on more fulfilling duties (Howlett, 2019). 
In summary, Sancta Maria must assess whether the benefits to patient satisfaction and cost efficiencies out-way the costs of implementing electronic patient systems. They must also consider the proposed adverse effect of a redundancy process within the team and the resulting effect on morale. Vreede (2009) examines the importance of caring and compassionate communication from Human Resources in ensuring that staff remain motivated during a redundancy process. It is proposed that staff who are clearly consulted with during the implementation of new technology are generally more positive about its implement and the impact on their role (CIPD, 2020c). This implies that if managed correctly, there is an overall opportunity to staff when implementing technology despite the risk to jobs. 
What is more, Baczor (2020) recognises the adverse risk to existing staff when implementing new technology, but advise that HR professionals can address this as part of a thorough implementation process. It is highlighted that training for existing staff, and engagement with people on how new electronic systems can benefit their roles, can reduce resistance and support its successful implementation (CIPD 2020a).
[bookmark: _Toc119866666]Conclusion
In reviewing just three PESTLE factors, there is clear evidence of a number of external opportunities, and risks, that will have an effect on Sancta Maria Hospital in the immediate future. This demonstrates the importance of HR practitioners taking a proactive approach in identifying, justifying, and driving a people strategy that facilitates organisational change (Taylor and Perkins, 2021).
As recognised throughout, one of the biggest challenges faced by Sancta Maria is recruitment and retention. Staff wages, remote working, and wellbeing services have all been identified as important factors to be considered in supporting this challenge.  This has been heightened by both the cost-of-living crisis, and social changes affecting attitudes to work which will affect Sancta Maria’s ability to ensure adequate staffing levels to run their key services that provide revenue for the organisation. Fletcher and Leatherbarrow (2019) therefore recognise that recruitment and retention has become an integral part of an organisations HR strategy. 
Another theme to arise is the prevalence of new technologies which will not only affect Sancta Maria, but organisations across many industries and will have a significant impact of future of people strategies. It is clear though that whilst there are innate challenges and risks to implementing new systems, HR intervention can have a significant impact on its success when involved in the planning and implementation stage. As supported by CIPD (2021b), the implementation of new technology should be aligned with an organisation’s needs, and underpinned by ethical considerations which would need to be strongly considered in the current economic climate.  
[bookmark: _Toc119866667]Recommendations
As identified, staff are key to an organisation’s overall strategy. With this being considered, it would be beneficial for Sancta Maria’s HR department to implement the following recommendations, listed in order of importance.  
In addressing the cost of living crisis, CIPD (no date) have challenged HR professionals to primarily consider financial incentives to support staff. Whilst a cost-of-living bonus could be offered, this only offers temporary respite and doesn’t address longer term impacts of rising costs on staff and can also be detrimental for part-time staff in receipt of government benefits (CIPD, 2022a). Sancta Maria should therefore implement the UK living wage of £10.90ph (Living Wage Foundation, no date). 
Whilst it is not financially viable to offer a 9.4% inflationary pay rise to all staff, an average 6% pay rise should be offered to other staff in line with NHS (Gov.uk, 2022). A financial wellbeing policy should also be implemented to support staff with wellbeing concerns and to signpost staff to wider support services. These recommendations should also be considered in addressing the ‘Great Resignation’ as financial incentives have been identified as one factor associated with staff retention and recruitment. 
Costs:
Implementation of UK living Wage:			£95,000 per annum
6% pay rise to remaining staff: 				£125,000 per annum
Staffing costs to develop financial wellbeing policy: 	£1,000 fixed

Total Annual Cost:					£121,000 

As recognised by Driscoll (2022) employees are also leaving work to seek roles that provide opportunities for remote working. The introduction of a remote working policy should be strongly considered to not only satisfy changing social needs of staff, but to also support staff with the cost-of-living crisis in reducing commuting costs (CIPD, 2022a).
CIPD (2020b) advocates the benefits of remote working in increasing worker satisfaction however, consideration needs to be given to the management of staff working remotely and ensuring overall patient satisfaction is still achieved.
Costs: 
	Additional investment in equipment:			£500 per person
	Home DSE Assessment and monitoring:			£125 per person
	Remote working Management training:			£500 per manager			
		Cost of supporting remote working:		£725 per person 	
 
In addressing the technological risk, UKCES (2014) recognised that the integration of IT systems will be critical to an organisations competitiveness by 2030. Whilst there is evidence that implementing electronic patient record system will ultimately provide improved efficiencies in the long term, the initial implementation cost and disruption to staffing and concerns over jobs would be detrimental to Sancta Maria given the current recruitment and retention concerns raised.
With increased costs already incurred in implementing staff wages and remote working, it must be recognised that Sancta Maria may not have the ability to implement a £15,000 patient record system immediately. It would therefore be advisable to set a target to implement the new system by 2025, and in the meantime for the HR department to start an engagement strategy with staff ensure clear communication is achieved to support its successful implementation. There would be no additional cost to this, and would take a proactive approach to building buy-in from staff when implementing new technology in the future as supported by CIPD (2020a). 

Finally, it is recommended that Sancta Maria review the remaining PESTLE factors, as well as considering newer tools to review alternative factors such as Ethical, Demographic, and international that could influence their organisation and people strategy. 
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