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1.0 Executive Summary
This report provides a critical analysis of the PESTLE (Political, Economic, Social, Technological, Legal, and Environmental) tool and how three of the most important factors affected Chwarae Teg (CT) and how it could have helped shaped organisation decision making.  It provides some examples of how external factors impacted the organisation and resulted in its demise.  This report looks in depth at the impact of political, legal and technological factors and provides a discussion of the appropriateness of the tool for CT in hindsight. It includes recommendations relating to the future and HR strategy had CT been able to continue trading. The recommendations will be discussed in order of importance and will include some indication of the costs, benefits and risks involved. 



[bookmark: _Toc184323654]2.0 An introduction to PESTLE

The PESTLE analysis is a strategic management tool used to assess the macro-environmental factors that influence an organization. It is widely applied to understand the broader context within which an organization operates and to anticipate potential risks and opportunities. The six elements of PESTLE are:
· Political: Government policies, political stability, and regulatory changes.
· Economic: Economic conditions such as inflation, unemployment, and market trends.
· Social: Demographic factors, cultural trends, societal attitudes, and lifestyle shifts.
· Technological: Technological advancements, innovation, and digital transformation.
· Legal: Laws, regulations, and compliance requirements impacting the business.
· Environmental: Environmental sustainability issues, climate change, and natural resource concerns.
While all elements of the PESTLE framework offer valuable insights, it should be noted that not all are equally relevant to every organisation at any given time. Therefore, a careful evaluation of which PESTLE factors are most pertinent to CT is essential for shaping our HR strategy.




PESTLE is an acronym commonly used as a reminder of key factors to consider when assessing the external environment. In some cases, as we would present PESTLE to business leaders, this was extended to ‘STEEPLE’ to include ‘ethical’ (fig.1) due to CT’s ethical approach to gender equality and inclusivity.[bookmark: _Toc99889890]Figure 1 STEEPLE and extension of PESTLE 
(image taken from ProfessionalAcademy.com)

Each letter serves as a useful reminder of an external factor that often has a direct impact on an organisation’s ability to operate. A recent example of this is a report from the chairman of the City Pub Group chain who reported that despite a reduction in inflation this new financial year leaves them with no choice but to increase their prices for customers as they continue to recover and consolidate post pandemic. (Yahoo News, 2024). 
The ability to provide human labour and to deliver services can also be affected by the external environment. In an ever increasingly tight labour market, employers have needlessly required to become more creative in a bid to attract and retain top talent. London based PR firm, Comms Co, awarded staff a 5% pay rise to help them manage the rising costs of energy in 2023. This firm has very cleverly capitalised on an economic issue affecting its workforce to promote its employer brand (BBC News, 2024).
PESTLE/STEEPLE analysis as the tool itself isn't without its shortcomings. PESTLE may overly simplify the complexity of certain external factors. For instance, it may not adequately account for the intricate interplay between different factors (e.g., how political instability might directly impact economic trends or technological innovation).
When considering the ‘environmental’ analysis, it is divided into four stages: Scanning, Monitoring, Forecasting and Assessing. ‘Scanning’ involves general surveillance of all the STEEPLE factors and ‘Monitoring’ involves tracking trends. These then provide data and information that can enable ‘Forecasting’ to develop future projections to enable strategic decision making. Finally, the ‘Assessment’ pulls together the key questions regarding the external contexts that have strategic implications for the business. All of this takes time and during that time things can change quite quickly. For example, a forecasting exercise in January 2020 wouldn't have anticipated a global pandemic which commenced in March 2020. Likewise, organisations wouldn’t have anticipated a major country being involved in a humanitarian crisis and war, or even considered the impact it would have on their productivity. 
While PESTLE identifies external factors, it doesn't directly guide the organization on how to respond to these factors, making it essential to pair it with other strategic tools like SWOT or scenario planning for actionable insights.
Additionally, a STEEPLE analysis requires continual resourcing. Effective external analysis requires human resource with a detailed understanding of the business and the context in which the organisation operates, as this enables them to stitch together the relevant external factors that impact operations. From the analysis, a people strategy is developed which can also takes time to develop and implement.
Despite these limitations, the STEEPLE/PESTLE framework remains highly valuable for understanding and forecasting external forces, and would have made it an important tool for CT’s HR function.



[bookmark: _Toc184323655]3.0 Examples of external factors impacting organisations
[bookmark: _Toc184323656]3.1 Political factors which affected Chwarae Teg
Chwarae Teg was a small third sector organisation in Wales. Historically the organisation had survived on grant income from the Welsh Government (WG) and European Social Funds (ESF). As a result of Brexit, ESF was no longer available. The organisation relied on its core team of staff to generate income from management training to businesses within Wales. These business-critical roles were paid from WG and ESF funds, leaving the post-holders in precarious employment. “When faced with uncertainty, people in precarious employment are highly likely to carry out job-seeking activities” (Choper, et al., 2021). This left CT having to deal with retention issues that has been brought about by an external issue.
The impact of Brexit was felt by a cross-section of organisations across the country. The ending of free movement tightened the UK labour market. Irrespective of whether CT employed EU nationals or not, the availability of external talent can often be impacted by competition from different sectors (People Management, 2021). For instance, the transport industry. It was widely reported of the shortage of HGV drivers, with transport companies being offered cash incentives to attract people into their sector (The Telegraph, 2021). For organisations like CT, who couldn’t afford to pay £950 joining incentives, it further added to the competition for top talent.
The UK Shared Prosperity Fund is the UK Government’s answer to filling the gap left by the European Social Fund. It was planning on making £2.6 billion available by March 2025 (GOV.UK, 2022). Pre-launch guidance stated that the funding formula would be different from the ESF system, increasing the geographical areas that could access the fund. In turn, this increased competition for Welsh organisations like CT.  Additionally, the fund had a different application process whereby decisions were made ‘locally’ by Local Authorities. This could present difficulty for pan-Wales organisations like CT wishing to deliver pan-Wales services (ibid).
Competition for such funding is further impacted by other/fellow charities. According to the Charity Commission, there are 8,950 charities in Wales and alike CT, 90% of those solely operate in Wales (Wales Council for Voluntary Action, WCVA).   Companies House records indicate that CT’s income reduced by 58% in comparison to pre Brexit 2018 (Companies House, 2024). 
[bookmark: _Toc184323657]3.2 Political factors and HR Strategy
With the limited time to utilise the last of the European Social Funds and the increased competition for further grant income, CT implemented a growth strategy to focus on increasing commercial revenue by diversifying income streams. Unfortunately, this strategy relied on the aforementioned business-critical roles which are where the organisation experienced its highest staff turnover. Within the Business Team alone, there was a 75% turnover rate.
CT focused almost all of its HR resource on recruitment activities due to its staff shortages brought about by such a sudden high turnover. Whilst employers like haulage companies offered financial incentives, CT were unable to compete. CT must consider other elements of its employer brand to attract and importantly, retain staff. 
CT’s recruitment strategy focused on hiring skilled and experienced HR people, however, many employers can achieve success in recruiting people with limited experience with the intention to develop them in the role. Unfortunately, CT didn’t have a system in place to support this type of recruitment strategy. Additionally, it didn’t have a retention strategy in place. 
[bookmark: _Toc184323658]3.3 Social Factors
Social factors, particularly changing societal attitudes towards work, diversity, and inclusion, are significantly impacting HR strategies at CT:
Workplace diversity and inclusion: CT has long championed gender equality and women’s empowerment, but societal shifts demand an even greater focus on diversity and inclusivity. The HR team must ensure that policies are aligned with evolving societal expectations and regulations regarding equality.
Shift to flexible working arrangements: The demand for hybrid and remote work is more pronounced than ever. Employees are seeking better work-life balance, and HR must manage these expectations while ensuring productivity and collaboration. CT’s ongoing fight to develop, lobby and enforce such policies that support this change have now been passed in Government due to the Flexible Working from Day 1 (Employment Rights Bill 2024).

Employee well-being and mental health: The increasing emphasis on mental health and well-being requires CT to not only provide adequate support but also implement proactive measures that create a supportive work environment. This aligns with societal trends focused on improving quality of life and promoting a healthier work culture.
[bookmark: _Toc184323659]3.4 Social factors and HR Strategy
Social factors influencing HR strategies at a gender equality charity are particularly significant due to the nature of the organisation's mission and societal expectations. These factors include shifting societal norms around gender roles, the increasing demand for transparency in workplace, diversity efforts, and the evolving expectations of employees regarding equity and inclusion. For example, charities in this field are under constant scrutiny to model best practices in gender equality, which includes equitable pay, balanced representation in leadership, and robust anti-discrimination policies. Environmental, Social and Governance (ESG) is high on the agenda as it gives an opportunity to promote inclusiveness and equity in the workplace. 

The broader societal push for diversity, equity, and inclusion (DEI), amplified by movements like #MeToo and ongoing gender equality campaigns, necessitates that HR strategies prioritize fostering an inclusive workplace culture. This can include establishing mentorship programs for women, implementing family-friendly policies, and actively addressing gender pay gaps. Moreover, ensuring equal representation in decision-making roles and applying data-driven methods to monitor and improve workplace equity are crucial for credibility and alignment with the organization’s goals.
Such strategies not only enhance the charity’s mission but also attract talent committed to its values, which can improve overall organizational effectiveness and impact. By aligning their HR strategies with social expectations and advancements, gender equality charities can sustain their advocacy while creating a model workplace that reflects their mission.  (HRLocker)

[bookmark: _Toc184323660]3.4 Technological factors 
As an agile and ‘digital first’ workplace, this had to be a significant consideration in the design of the new corporate induction of the restructured CT. It is worth noting that not all employees were allocated personal devices such as laptops. This means that new employees were using personal devices to get through their corporate induction.  The L&D Team needed to carry out detailed assessments and research to identify the correct delivery tools that are intuitive and/or familiar to the workforce. Additionally, broadband access by all shouldn’t have been assumed. The organisation was in the early stages of a major digital transformation before Covid-19, with an insight of any new services being designed from a ‘digital first’ perspective.CT employed staff pan Wales. This was heavily publicised in the media. However, the 21st-century workplace is experiencing multiple generations simultaneously which places varying demands on HR professionals when it comes to designing and delivering online training. 
Millennials accounted for 35% of the workforce (Chwarae Teg, 2023). This group are reportedly better able to adapt to emerging technology, with Gen Z’s (22% of our workforce) not far behind being described as “resourceful and know how to search for relevant content on the internet” (Pew Research Center, 2019). Conversely, a survey by Business in the Community (BITC), supported by Tata Consultancy Services (TCS) found that 62% of workers in their 50s had never received any ICT training (Frith, 2017). Furthermore, the Pew Research Centre noted Boomers and Gen X as “heavy adopters of tech” (ibid).
The UK Government is responsible for the country’s broadband policy and has committed to invest £5 billion in improving connectivity across the UK. Whilst not devolved to Wales, the Welsh Government do have some powers. They have used this to provide almost 733,000 properties across Wales with access to broadband through their Superfast Cymru programme in partnership with BT (Welsh Government, n.d.). To increase this further, the Welsh Government provides the Access Broadband Cymru grant scheme to fund broadband connections for homes (Welsh Government, 2022. 
[bookmark: _Toc184323661]3.4 Technological factors and People Strategy
Government support as mentioned is especially useful to employees as the geographical area is highly rural. Sharing this information with employees (and prospective employees) would be advantageous to ensure digital connectivity and to work from home.
In addition to providing flexible work arrangements, it is essential for companies to equip their remote team members with the necessary resources and technology to perform their roles efficiently. (Oyster)


[bookmark: _Toc184323662]4.0 Conclusion 
For the likes of CT, just by looking at political, social and technological factors impacting the organisation, it demonstrates just how severe external factors can be. In the case of CT, it demonstrates they needed to develop a new business strategy to diversify revenue and a people strategy to improve retention of business-critical roles. Without either, as we now know, the organisation couldn’t survive, which was sadly the case for CT. During the restructure, it would have been a wise decision to utilise such analytical tools when planning such a restructure.
Equally, an analysis just looking at technology for an organisation like CT shows that external influences have more of an impact on efficiency and effectiveness and the risk of closure. CT must spend diminished funds in the most efficient way possible therefore investment in time and effort to address and technological shortcomings should be a priority.
Organisations can be quickly impacted by external factors that can change rapidly and organisational responsiveness to those changes can mean the difference between surviving and thriving, or as in the case of CT, closure.
The examples shared within this report demonstrate how external influences and people strategy are intrinsically linked. It stands to reason that the Human Resource function should be part of the analysis, playing a strategic role in the process.
In conclusion, utilising analytical tools like PESTLE/STEEPLE is essential for a gender equality charity planning a restructure, particularly in the wake of Brexit and its impact on European funding. PESTLE provides a comprehensive framework to assess the political, economic, social, technological, legal, and environmental factors that influence an organisation's operating environment. By identifying potential risks and opportunities, the charity could have developed more informed strategies to diversify funding streams, aligned with post-Brexit policies, and could have continued addressing evolving societal needs. By using such a proactive approach would have ensured the charity remained resilient, sustainable, and effective in advancing gender equality, even amid significant external challenges.
By analysing the external factors that can so quickly have impact on a charity, the charity could have anticipated its challenges, identified alternative funding opportunities, and aligned its mission with new regulatory and societal dynamics. Leveraging such insights could have ensured the charity could have adapted effectively, secure its sustainability, and allowed the charity to continue driving its impactful change in the pursuit of gender equality.




[bookmark: _Toc184323663]5.0 Recommendations 
A key recommendation for a small organisation like CT which was fighting for survival would be to create a strategic role within its HR structure. During its most recent restructure, the strategic HR role was made redundant leaving one operational HR role in situ.  That left nobody in place to develop a retention strategy which potentially costed the organisation around £3,000 per new hire (Glassdoor, 2024). 
According to Reed Salary Guide for 2024, the average salary for an HR Manager in Wales is £42,400 (Reed, 2024). Table 1 shows the cost options for CT to employ strategic and operational HR roles. Utilising their HR Manager as a strategic function could cost an additional £3,700 however that is just a little more than the cost of one hire. This is arguably a small price to pay for a professional who could address the organisation’s retention issues and ability to deliver against the new business model.
As the table shows, the organisation pays a little above the market median for an HR Assistant however, even if they retained their current salary at an above-average cost of £1,300 per annum, it is likely to still be offset by the benefits brought about by the strategic manager.

	Current Structure & Costs
	
	Proposed Restructure & Costs

	HR Manager
	£42,400
	
	HR (Strategic) Manager
	£44,800

	HR Assistant
	£22,900
	
	HR Assistant
	£24,200

	Total
	£65,300
	
	Total
	£69,000


[bookmark: _Hlk99889936]Table 2 Structure & cost comparison between current and proposed structure costs for CT
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