


Executive Summary
This paper explores the micro and macro factors affecting Pembrokeshire County Council’s (PCC’s) response to the COVID-19 pandemic. Aiming to explore the employee relations climate, firstly defining employee relations and PCC as a pluralist organisation. Furthermore, employment relation theories will explore the aspects of employee relations that were evident in the response and those that were not, as well as the changes to power dynamics and the overnight change to working norms. 
A PESTLE analysis looks into Brexit, the recession, and technological advancements, all of which had an effect on the organisations COVID-19 response, as well as the need for VUCA leadership in an unknown environment. 
Productivity, while famously low in the UK, is explored in depth, looking at the effects of both COVID-19 and Brexit on UK productivity. Furthermore, the economic state of the UK is also explored, having seen a large downfall in the past 10 months, as well as the effect of homeworking on employment relationships. 
Internal influences are then explored in detail, including management theories and practices, the impact of being a political organisation, trust, and the affect of coaching. Strategy, PCC’s relationships with trade union representatives, conflict, and health, safety, and well-being at work will also be considered. 
The findings from this report are detailed with a SWOT analysis, determining the strengths and weaknesses of PCC’s response, as well as opportunities and threats to the organisation. 
Finally, this report makes recommendations on how PCC can most effectively improve their COVID-19 response, suggesting the use of mindfulness training, mediation, and improving employee engagement, to improve resilience, productivity and employee engagement throughout the organisation.
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Fig. 1 – Robinson and Hayday (2009) Engaging management behaviours 


Introduction 
Pembrokeshire County Council (PCC) is the local authority for Pembrokeshire. Employing over 6000 employees it provides a range of services including infrastructure, social care, education and schools, as well as a corporate environment. There is a detailed hierarchical structure including a CEO, four Directors and numerous Heads of Service. There are 60 Elected Members, each representing an area of the county. The Elected Members elect a leader, who appoints a Cabinet, mirroring central government. The Cabinet decide on a programme of administration for their term of office. The next election, starting a new term of office, will be in May 2021. 
COVID-19 is a coronavirus disease that originated in China. It has spread across the globe, causing widespread panic, national lockdowns, and unfortunately, deaths. The UK Government introduced the Coronavirus Act (HM Government, 2020), which stopped all non-essential work and travel, put in place the Coronavirus Job Retention Scheme (HM Government, 2020b), so employees who could not go to work would still receive 80% of their pay. This, while saving lives and stopping the spread of COVID-19, had a dramatic impact on the economy, with some sources saying it has resulted in the worst peace-time economic state for 300 years (Plummer and Palumbo, 2020)
As a local authority, PCC is part of the largest employer in the UK, 5.4 million employees in the public sector, employed by the government in March 2019 (Bennett et. al., 2020). The culture in the organisation is one Bock (2015) would describe as high trust, low process. Particularly in teams, there is a high level of trust to produce outcomes without being micromanaged. However, trust seems to weaken and process seems to increase as the hierarchy rises. Furthermore, as a local authority, there is a need to produce outcomes in particular ways in some circumstances, as well as being a local authority, there is a need to meet Welsh Government and UK Government standards, so there are areas of the organisation that falls under low trust, high process. Both continued during the pandemic. 
On this note, as the organisation needs to meet government needs, there is a very bureaucratic style of management, particularly in the high levels of the hierarchy, as opposed to more agile management styles and culture, which can be seen in middle management and within teams. 
Prior to COVID-19, an employment relations manager and HR managed employment relations in PCC. Trade unions are well subscribed, however, there has been talk of union representatives only caring about ‘high-visibility’, vocational staff, such as electricians, refuse collectors, and more labour focused roles. Monthly consultative meetings were held with union representatives for each directorate, with HR, L&D and H&S representation. 
This paper sets out to explore how the COVID-19 pandemic has affected employment relations at PCC, as well as nationally. Looking at theories of employment relations, management practices and strategy and the effect of these factors on employee engagement. A PESTLE and SWOT analysis have been undertaken on the macro and micro factors influencing the COVID-19 response, with an aim to conclude with an evaluation of the response, and propose recommendations for improvement. 
Literature Review
Defining Employment Relations
Employee relations has replaced industrial relations to define the relationship between employers and employees (CIPD, 2020a). At the same time, UK employment has adapted from manufacturing to services (CIPD 2020b). While industrial relations was once focused on collective disputes of the workforce, individual conflict issues have become more prominent (Bennett et. al., 2020). There is now a focus on both individual relationships and collective relationships, as well as focussing on assisting line managers build trust-based relationships, contributing to employee involvement, commitment, employee engagement, and improving organisational outcomes and employees wellbeing, a relationship based definition (CIPD, 2020a). All of which are particularly dominant under the COVID-19 pandemic. This will be the definition of employment relations for this paper. 
Alternatively, Gennard & Judge propose a regulatory focused definition of employment relations, suggesting, “The purpose of employment relations is to establish rules, regulations and agreements to regulate the employment relationship” (Gennard and Judge, 2010: 225). Both definitions are descriptive of employment relations, however clearly both very different to one another. However, in consideration of both of these definitions, employment relations can be defined broadly as managing the relationships between organisations and their employees. 
Alongside the change of focus, the Donovan Report formalised employment relations and increased institutionalisation (Turner, 1969). The report also promoted national collective bargaining structures, such as trade union consultations, which are still used in PCC, despite the decline in national trade union membership (CIPD, 2020b)
Employment Relations Theories 
While using a definition can help, it is important to understand the theories underlying employment relations. Budd and Bhave propose there are three actors in the employment relationship, the employee, the employer, and the state, each with their own, competing interests for the relationship (Budd and Bhave, 2008). 
Fox (1974) proposed there are three frames of reference through which employment relations can be understood; pluralist, unitrist and radical. Pluralist organisations see conflict as inherent in employment relations, but manageable and resolvable, through procedures such as collective bargaining. Employment relations in PCC is pluralist. Alternatively, unitrist organisations consider conflict as avoidable due to shared values and common interests. The third, radical frame of reference, is a Marxist approach, focussing on unequal distribution of power and anti-capitalist in their approach (Fox, 1974)
Power dynamics are evident in employment relationships. While employment contracts exist, they are not exhaustive lists of what would be expected from the relationship. Employees have power in their offer of labour and skillset, employers have fiscal power including pay, and therefore lifestyles, and decision making powers (Bennett et. al., 2020). This mirrors Rollinson and Dundun’s (2007) perspective, that employee’s sell labour while employers buy labour. It is clear to see why a power imbalance is so widely considered in the literature.
Employees also enter a psychological contract. This refers to the reality of employment, what is expected, as well as job security, career prospects and employee safety (CIPD, 2020c). The changes caused by COVID-19 also changed psychological contracts for employees, and potentially be more difficult to manage. Some organisations made poor decisions here, such as the Weatherspoon’s owner, suggesting employees find new jobs in supermarkets (Drury, 2020), and an American organisation firing over 400 employees via a zoom call (Bergman, 2020). 
An example of people adapting to roles is the Stanford Prison Experiment, where volunteers were instructed to act as prisoners or guards in a prison environment. The guards became aggressive and prisoners became submissive (Zimbardo et. al., 1971). As a result of COVID-19, expectations and therefore psychological contracts, have been rewritten to suit the needs of all three actors, the employer, employee, and state.  

External Influences
The PEST model considers the political-legal contexts, economic contexts, socio-ideological contexts, and technological contexts that shape the dynamic context of employment relations (Rollinson and Dundun, 2007). Therefore, a PESTLE analysis was undertaken on employment relations in PCC (Appendix 1). 
In summary, the PESTLE considered Britain leaving the European Union (Brexit), and the unknown nature of the future UK-EU relationship. Economically, the recession, pay freeze, and furlough scheme are evident influences. National lockdowns had a significant impact on employees, management styles and their well-being. Automation of job roles, changing legislation, and climate change are also considered. 
VUCA leadership
VUCA leadership was introduced by the US military in the 1990’s. It stands for Volatile, Uncertain, Complex, and Ambiguous, and was used to describe warfare situations. However, the concept has now made its way into the business world, and is an apt description of organisational situations (Koshemani, 2020), in particular now during a global pandemic. 
Brexit is another example of a VUCA environment, amplified by the COVID-19 pandemic. Brexit has been a real concern, with uncertainty on how it will be managed, PCC held a £1 million reserve to deal with any unforeseen consequences. However, it is still unclear what exactly it is that needs to be prepared for (Frick, 2019).
The VUCA model is evident in the political landscape. Much of what was once certain is now dependant on the UK’s relationship with the EU. This includes talent shortages, specifically in the NHS and social care sector. Specialised roles are becoming harder to fill, with the CIPD reporting an increase from 56% to 61% of hard-to-fill, specialised vacancies between 2017 and 2019 (CIPD, 2019). This gap may grow with more complex immigration laws coming into place following Brexit (CIPD, 2020d) 
Productivity 
Since the 2008 financial crisis, productivity in the UK has been poor. (ACAS, 2015). The loss in productivity cost UK businesses more than £19 billion per year in lost working hours (CMI, 2012). In 2016, the UK’s productivity was lower than the average productivity rate in the G7, at 16% below its peers (Harari, 2020). With potential changes to laws as Britain leaves the EU, productivity is uncertain, and could improve or decline. A strong opportunity but also a real threat.
Poor management is a key factor in the UK’s productivity problem (Bloom et. al, 2012, cited in Bajorek, 2020). A Cranfield University School of Management (2013) survey of UK employers reported that 64% of employers believed lack in management skills and development opportunities in the UK stunted productivity growth, with 68% reporting that these deficiencies also held employees back from reaching their full potential.
Conversely, CIPD megatrends suggests we are now working harder than ever before but for less hours (CIPD, 2014). The megatrends report also suggests one possible reason for this is poor management, allowing unachievable workloads. However, Deloitte suggests it is a result of the millennial generation joining the workforce and opting for more flexible working patterns. (Deloitte, 2017). This is supported in a report put together by the RSA, proposing Taylor’s Good Work Plan (HM Government, 2018) could solve the UK’s ‘productivity puzzle’ (Irvine, 2020)
Recession
Economically, the UK is now facing the worst recession on record (King, 2020). This has led to a large scale pay freeze in the public sector, excluding low paid workers and NHS staff. In PCC, this equates to a large proportion of the social care sector, which were previously praised with a £500 bonus (Welsh Government, 2020). This could result in lack of employee engagement, motivation and productivity. 
Home working 
In March, many office-based staff were asked to work from home. The number of people working from home had grown in the 20 years leading up to 2020, reaching 5.8%, (CIPD, 2020f). However, the majority only worked from home on occasion. While technology can help us to work from home, it is not enough. There is also need for improved management practices, communication, and collaboration. Essentially, there is a need for improved working norms (CIPD, 2020f). There has proven to be a greater need, for trust and autonomy to enable successful home working.
While technology has been an issue in adapting to home working practices, with PCC seeing difficulties with broadband strength, particularly in rural and coastal areas, culture played a huge part in keeping productivity high. PwC also offer non-technical practices to keep productivity up. These include upholding standards, dressing for a working day, ensuring team alignment, virtual etiquette and developing routines (PwC, 2020b).
Productivity has been a significant topic of conversation around working from home. One pulse survey undertaken by PwC found that 84% of employees felt they were able to perform just as effectively from home as they were the office (PwC, 2020). 
Internal Factors 
Management
Mullins (2010:434), proposes a key functions of management model in which the managers key functions are clarification of the objectives of their team, planning of work, organisation of activities, directing and guiding, and controlling performance. All of which, during the COVID-19 pandemic, would have been amplified. However, some still manage, particularly in the public sector with multiple layers of hierarchy, in a more chain of command fashion, in line with Fayol’s (1990), technical model of the principles of management. 
Sisson (2010: 235) argues that since the 1980’s, management “had become a major force for change in the arrangements governing an employee relationship”, suggesting they are the most important actor, which was evident in PCC during the COVID-19 pandemic.  Although this broadly defines management, management styles can vary greatly. Bennett et. al., (2020), put forward four different management styles, authoritarian, paternalistic, consultative, and opportunist. As a large, public sector organisation, with many layers of management, PCC most likely experiences all four management styles at different levels in different areas. 
Alternatively, McGregor’s Theory X suggests people dislike their jobs and cannot be trusted and need to be micro managed, a unitrist approach. Whereas, theory Y suggests employees should be trusted and included in decision-making processes a pluralist approach (McGregor, 1960, cited in Head, 2011),. However, there is a difference between middle managers and senior leadership styles in PCC. Middle managers demonstrate Theory Y, while Senior Leaders demonstrate are Theory X. There is clash of styles, which could result in confusion, frustration, and even disengagement for employees. 
Furthermore, PCC is a political organisation where elected members make the final decisions, regardless of paid service consultation. PCC also answers to Welsh Government and the WLGA, creating a large web of decision-making processes, from different positions of authority. While many theories and models are evident, there is a gap in the literature for when all of these factors apply. What happens when different styles collide in a hierarchical and political organisation?
There is a variety of evidence proposing management capability is a key to organisational performance, with links between management practices and organisational performance, across sectors. Investment in education and development for managers is correlated with better performing management. (Bloom et. al., 2012). This mirrors Gallup’s argument that the middle manager is the most important key to leading organisations to success (Clifton and Harter, 2019). 
A high level of trust has been needed from line managers when most employees are working from home. However, Covey (2008), in his book ‘The Speed of Trust’, suggests high levels of trust from management is important to improving productivity, as well as lower costs.
Furthermore, Hawkins & Clutterbuck (2020) propose that coaching will become a more important skill in managing people. Using coaching in managing has been a priority in PCC, even prior to COVID-19. This developed further during the pandemic, with the design and delivery of ‘Manager as Coach’ training delivered virtually across leadership and management teams from a variety of sectors in the organisation. 
Strategy
Boxall and Purcell (2011) suggest strategy should reflect the way senior leadership lead an organisation. While it is an abstract concept, there are proposed links between HR strategy and organisational performance, however it is difficult to define and evidence (CIPD, 2020g). 
Despite this body of evidence, there has been very slow adoption of strategic HR Management in general (Van Wanrooy, et. al., 2011). This is despite the improvement to business performance (CIPD, 2020g) and cost effectiveness.
There are three main types of HR strategy. Best fit, best practice, and resource-based. Best Fit is a strategy that is written to meet organisational needs and flows vertically with HR policies and procedures. Best Practice is a set of generic rules that should suit all organisations. It is a framework of an ‘internally consistent set of HR practices’ (Marchington and Wilkinson, 2012). Finally, resource based is more suited to the varying needs of organisations. Netflix is an example of this kind of strategy, hiring and firing to meet organisational needs (McCord, 2014)
Relationship with Trade Unions
As mentioned, the focus of Trade Unions has moved from collective issues to more individual issues, as well as suffer decline in membership (CIPD 2019b). Internally, relationships with trade union representatives have developed, however the conversations taking place have become more difficult. While Butler and Tregaskis (2018), suggests trade unions are an agent for change, PCC trade union representatives have not been as forward thinking.  
Trade Unions are now legislated under the Trade Union Act (2016). This requires them to meet higher thresholds to propose strike action, or even unionise an organisation in the first place. This may be something that changes as a result of Brexit. 
Challenges of the overnight change to working practices has unveiled conflict in many different areas of PCC. Notably, the organisations variety of essential and non-essential staff in different fields, as well as disagreement between HR and trade unions. This mirrors power dynamics in employment relationships (CIPD 2017). In this case, PCC had more power with unions voicing disagreement. 
Health, Safety and Well-being 
Health, safety, well-being and mental health came to the forefront of people’s minds during the COVID-19 pandemic. Although the Health and Safety at Work Act (1974) is adhered to, managing these new factors has became a new challenge to face. 
Sickness levels in relation to mental health are rising, 41% of sick notes given are mental health related (Baska, 2020). Breneden Health proposes that taking care of employee’s mental health has an impact on morale, performance, and output. They also report that over 1 in 3 survey respondents report the pandemic negatively affected their mental wellbeing (Breneden Health, 2020). 
Work was reported as a source of stress, adding to the difficulty of the pandemic. 20% of survey respondents say work has been the biggest cause of stress for them, with 11.12% worried about redundancy, and 8.31% stressed by their workload (Breneden Health, 2020)
An NHS report supports this, comparing data from 2018, 2019, and 2020, they report a significant decrease to psychological well-being during the COVID-19 pandemic, reporting 50% of respondents feeling some form of psychological distress, and 20% experiencing severe distress (O’Connor et. al, 2020). 
CIPD reported that consultancy with employees reduces anxiety about returning to work, from 62% to 42% (CIPD, 2020h). While 55% of employees report having adequate information about returning to work, only 44% report being adequately consulted about returning to work (CIPD, 2020h). The CIPD also found 44% of organisation are taking a strategic approach to well-being this year, an increase from 40% in 2019 (CIPD, 2020e).
The UK military have reported using team mindfulness to improve mental fitness. IES reported the team mindfulness training used in the military improved resilience, agility and orientation towards learning (Carter and Martlock, 2019).
Employee Engagement 
A recent UK government report identified fifty different definitions of employee engagement (Clark, 2019). According to Lencioni (2007), lacking employee engagement leads to unhappy employees, and therefore less productive employees, as well as employees being more likely to leave, adding to costs with greater staff turnover. Furthermore, MacLeod and Clark (2009) propose that improving employee engagement would be beneficial to improving business performance and productivity in a globalised economy 
MacLeod and Clark (2009) found there are four main factors in enabling engagement; integrity, leadership, engaging managers, and employee voice. Purcell (2010) proposes that managers are key to influencing employee commitment. However, while 96% of managers say relationships with employees were very good, only 64% of employees agree. (Van Wanrooy, et. al., 2011)
Furthermore, Robinson and Hayday (2009) propose behaviours of engaging and disengaging managers (fig. 1). All of which PCC excelled at during the pandemic. 
[image: ]
Fig.1 – Engaging and Disengaging Managers (adapted). Robinson and Hayday (2009)  

Motivation is one factor of engagement in employees (Lencioni, 2007). Adams' equity theory of motivation suggests that employees should believe the rewards for their contributions are fair, and similar or equivalent to their peers (Mindtools, 2020). However, Dan Pink argues that this model is out dated. Rather than follow the old ‘model X’ of motivation, where individuals are extrinsically motivated, organisations should focus on ‘model I’, where individuals are intrinsically motivated (Pink, 2009).
While there is still debate over whether motivation is an attitude or a behaviour (Guest, 2013 as cited in Sutherland, 2018), Michie et. al., (2014), leading academics on behavioural science and University College London, propose that motivation is an aspect that creates behaviour, rather than a behaviour itself. 
Findings 
Appendix 2 is a SWOT analysis of PCC’s response to the COVID-19 Pandemic
The strengths identified, most notably the increase in communication, improved the organisations response to the COVID-19 pandemic. The improvement to communication included weekly video messages from the Chief Executive, daily team meetings becoming the norm, and daily HR FAQ’s added to the Intranet, which included both support to the organisations employees, and to employees as people. 
Furthermore, as previously mentioned, mental health and well-being really came to the forefront of organisations minds while dealing with the drastic overnight change to dealing with a pandemic and local, national, and global lockdowns. PCC ramped up there offering of mental health and well-being support, in addition to their already intensified workload. This including online mindfulness training, a drive on coaching as a way to support managers, and the recruitment of a mental health nurse to support employees. 
While PCC has a well-being plan in place pre-pandemic, and working toward its silver Corporate Health Standard, a well-being award from Public Health Wales (PHW, 2020). Well-being has come under the spotlight and only increased in size, as well as cost. 
Furthermore, management adapted well to the new way of working, showing their adaptability skills during volatile, uncertain, complex and ambiguous times. The PCC HR strategy was adaptable and met the changing needs on a daily basis. Redeployment of staff was successful with employees trained and redeployed into different sectors of the organisation to meet changing demands. 
However, along with the strengths of PCC’s response, there were weaknesses. The workload for all employees grew, while some were furloughed. A stronger response would have been to redeploy staff, rather than have them off work. 
Along with many other organisations, the pandemic, has caused great financial instability. This, as mentioned, will cause a lot of fear of redundancies and lead to more disengagement from staff who fear for the future of their jobs. This also likely led to the conflict that grew, and the fall in employee morale. 
Unfortunately, trade union consultative meetings had to be paused, due to increasing demands faced by the organisation. This may have been unavoidable, however keeping the communication channel open between PCC and the trade union representatives may have stopped any conflict from arising. 
Unsurprisingly, IT issues arose when employees where moved to home working. Considering the cost of this, it most likely caused multiple days’ worth of productivity to be lost over the course of the year. 
Meanwhile, some opportunities did arise. Before COVID-19, PCC was undertaking a transformation agenda, focussed on technology, culture, and relationships. All of which were dramatically influenced by the pandemic, in particular the technology arm of the programme. There was a very urgent need to adapt technology systems to move to working from home, something that has been promoted as ‘agile working’ for some time. This means that when work can return to normal, PCC is in a position to introduce agile working successfully.
There have also been cost benefits, with the opportunity to close down old offices. However, the financial benefit of this is slim in comparison to the cost of COVID-19, with a £25 million saving needed before the next financial year. This will likely lead to redundancies, however, this is also an opportunity to improve the internal prior consideration programme. 
Threats are also evident during the pandemic. Most notably would be the instability of the already weak budget position. Under austerity, local authorities are already struggling to provide services, so with the added cost of the COVID-19 response, budgets are looking more bare than ever. 
It is frequently noted that conflict has arisen, between teams, management, councillors and trade unions during the pandemic. PCC has lacked any solid conflict management procedure, leading to difficult working environments, as well as loss of time to sickness days, arguments, and lack of engagement. 
Furthermore, PCC’s health, safety and well-being were slow to perform any form of workstation assessment, leaving them open to scrutiny or even legal implications for lacking employee safety measures. 
Conclusion 
In conclusion, the pluralist nature of PCC’s employment relations was beneficial when dealing with the COVID-19, and surrounding issues. Employment relationships became more important in the eyes of the organisation, who did a fine job taking care of employees during such difficult times. 
Communication became more important and the organisation developed to meet this need. As mentioned, communication is one of the manager’s most important roles (Bennett et. al. 2020). If Bloom et. al. (2012), are correct and there is a strong link between management practices and organisational performance, then PCC will have performed well during 2020, because management practices were strong, and a lot of support was provided. The real test will be at the end of the financial year, when performance can be managed in contrast to previous years.
Managers were offered a wide variety of training during the pandemic, including coaching, manager as coach training and high trust behaviour training. All of which have, in the literature, proven to be beneficial to performance and productivity. Regarding trust, Covey (2008) suggests, the link between trust and improved performance, managers were forced into a position where they had no option but to trust their employees. However, forced trust is not the same as real trust, and employees will have notices that.  
Managers were offered either individual coaching or coaching skills training. This would be beneficial to managers as Hawkins and Clutterbuck (2020) point out, the future manager need coaching skills to manage effectively. 
Employee engagement, which was at the forefront of managers minds during the work from home guidelines, has improved during COVID-19. According to the Robinson and Hayday (2009) model is PCC managers performed well, identifying most, if not all, of the engaging behaviours. Work output has also increased, again suggesting an improvement in employee engagement. 
However, the response still had weaknesses. As mentioned, McGregor’s Theory X (McGregor, 1960, cited in Head, 2011) was evidenced. Employees in large were trusted with decision making, particularly around their way of working, and managed in Theory Y. However, as the organisation is a political organisation, paid staff still found themselves answering to more than just their line managers, with political bodies managing the organisation in a Theory X style, where there was little consultation or trust. This would have caused confusion, lack of engagement and a loss in productivity. 
The public sector pay freeze, a £25 million local deficit, and possible risks to jobs, alongside significant work intensification, gives way for a decrease in employee engagement, motivation, and productivity, so a great deal of energy should be focused here.  
Relationships with trade unions were also under distress. Many of the union representatives where happy with the organisations response, however a few were adamantly against it. Conversations deterred and relationships broke down because of the disagreement. The organisation needed a conflict management process. 
Team mindfulness has proven to be very beneficial in the military, (Carter and Martlock, 2019), and while PCC does have a mindfulness offering, it was offered very late. Perhaps it would have been a useful tool to offer from the beginning of the pandemic.
Recommendations 
Based on the information provided in the literature review and the evaluation of PCC’s response there a number of recommendations to improving the COVID-19 response.
Firstly, while communication thrived, relationships with trade union representatives with diminished. Therefore, the first recommendation is to continue the trade union consultative meetings, communicating with trade unions more openly and being open to scrutiny by them. This will improve employee voice, giving employees a way of communication both collective and individual issues to management and to HR, as well as allow for better understanding of the reasons certain decisions may have been made. 
Secondly, along the same line as communication, there is still a lot of fear around redundancies coming up towards the end of the financial year. This may be the cause of rumours and therefore leading to more fear. This can, and most likely will, lead to loss of employee motivation, employee engagement, and productivity, in turn raising costs and causing more redundancies. A good, fair, and honest communication about the state of the budget, redundancies, and options employees have, including prior consideration would be beneficial to the organisation. 
Thirdly, there is no conflict management system in place. While working from home, individuals cannot simply go to a nearby desk to deal with issues professionally. Instead, the working world is behind a screen, disconnecting individuals and potentially adding to difficulties in working relationships (Shields, 2020). Therefore, mediation should be put in place. While mediation training can be expensive, there will be a high return on investment, in terms of hours spent on producing outcomes, employee engagement, and productivity. 
Finally, mindfulness training has proven to be successful in developing skills in the military, it has also proven to be very beneficial to mental health and well-being (Grossman et. al., 2004). Preferably, mindfulness would have been delivered across the organisation from the beginning. Now the value is even more evident, mindfulness should be rolled out across the organisation, to individuals and to teams, to improve resilience in employees, and help to protect their mental health and well-being. 
Under the COVID-19 pandemic and the volatile, uncertain, complex and ambiguous times, VUCA Leadership has been needed to protect the organisation, and help PCC meet the needs of its employees and the people of Pembrokeshire. The employee relations climate is key to keeping employees engaged, allowing for healthy conflict, and most importantly, and holding onto a strong and prosperous employment relationship. 
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Appendices 
Appendix 1 – PESTLE Analysis 

	
	External Factor
	Effect on PCC
	Importance to Organisation 

	Political 
	BREXIT 


Political organisation, with council member election approaching in 2021
Conservative government managing COVID-19 pandemic 
	1 Million pound reserved for uncertainty, skill shortages particularly in care sector
Councillors looking for re-election in 2021, need to appear proactive to constituents
Regulations and guidelines brought into effect, changes to way of work/life.
	High


High


High 

	Economic 
	Recession


Public sector pay freeze 

Expense of COVID-19 response 

Redundancies
Furlough 


Austerity
	Citizens become more dependent on council services, difficulty paying council bills 
Loss of moral, working harder than ever to have pay frozen 
25 Million pound deficit in PCC from COVID-19 response 
Fear, and again loss of moral 
Unfairness, some staff furloughed, others redeployed, others taking on extra workload
More funding gaps, more fear of job loss
	High


High 

High 

High 
Medium 


High 

	Sociological 
	Working from home

Spotlight on keyworkers 



Lifestyle factors
Millenialls 




Aging population 



Local, regional, and national lockdowns 
	Employee mental health and well-being issues, trust from managers
Some staff feel more/less valued than others, social care sector similar to NHS, but lacking similar recognition and reward
Lacking social interaction
New way of working, not able to learn the same way previous generations had, differing opinions on working from home
More at risk from serious consequences from COVID-19 infection, more shielding, stress on adult care services 
Employee mental health and well-being, loneliness
	High 

Medium 



Medium 
Medium 




High 



High 


	Technological 
	Automation 


Innovation 

Social media 

Broadband

	More roles becoming automated, administration role automation adding to fear of losing livelihood
Working from home systems, contact tracing systems 
Able to keep in touch with staff, able to keep county up-to-date 
Issue with connection to central systems because of weak broadband, particularly in rural and coastal areas
	High 


High 

Medium 

Medium 

	Legal 
	Employment Rights Act
Trade Union Act 



Coronavirus Act 2020



Equality and Divertsity Act 
	Ensure safety of all staff 
Including trade unions in discussions and operational meetings, rather than the usual consultative meetings  
Furlough 
Work from home 
Locking down public places, including beaches
Ensure all are treated equally and fairly
	High 
Medium 



High 



High 

	Environmental 
	Climate change 
	Reduced commuting time 
Reduced travel for meetings
Funding for climate change initiatives used for COVID-19 response
	Medium 
Medium 
High 



Appendix 2 – SWOT Analysis
	Strengths
Improved communication – daily FAQ’s added to intranet, weekly video messages from CEO, 
Hired Mental Health Nurse to occupational health team
Increased well-being support:
· mindfulness training 
· drive on coaching 
· “normal rules out the window, just do what you can” 
Management adapted
Daily team meetings became general practice 
Strategy is adaptable, so able to flex to meet current needs
Change Management
Redeployment 
Employee voice improved
Improved trust within teams 

	Weaknesses
Greater workload
Financial instability
Relationships with Trade unions became difficult
TU Consultative meetings paused for almost a year, particularly in social care, where there was a large increase in demand, work intensification, and a spotlight on key workers
Huge power dynamic shift into more command and control style of management – needed to keep people safe
Conflict grew 
Staff moral fell
Broadband issues in rural parts of the county 
Work-life balance was difficult to maintain 

	Opportunities
Improve communication going forward 
Drove technology arm of transformation programme
Closure of old office buildings – decresed in office staff 
New CEO 
In case of redundancies, opportunity to improve prior consideration and SWITCH programme
Culture change programme given a boost – “organisational heart attack”

	Treats
Unstable budget, jobs at risk, redundancies
Brexit – uncertainty
Workstation assessments were very late – open possibility of claims for injury
Lacking sound conflict management 
Lacking TU representation for more corporate/office based staff
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