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The report identifies how organisational and HR strategies in HDUHB respond to the increasing pressures of the external environment. Using an evaluation of the PESTLE model, the report identifies the main political and socio-cultural factors that impact the organisation. It provides recommendations on how HR and leaders should respond to support these challenges facing the competitive future of work. 
The recommended solutions identify the importance of ensuring that adequate, lifelong training is implemented to reduce the impact that changes in government policy may have. Social factors indicate that people are remaining in the workforce for longer. Therefore, attention needs to be given to supporting agile and flexible working, which will adapt to the changing needs of the workforce. If these changes are not considered, HDUHB may face issues with retention and attraction in a limited and more competitive talent pool. 
The risk of not implementing these recommendations could result in a higher rate of attrition and problems with attracting employees into the workforce.  Both these risk factors could be costly for the organisation in terms of the cost of recruitment, loss of services and productivity and staff sickness due to burnout. 
The evidence and recommendations identified in the report are vital in supporting the organisation in being prepared for the future of work. 
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HDUHB is a public sector NHS healthcare provider, employing 12,000 staff over four main acute sites in three different counties in Wales (HDUHB, 2021).  When examining PESTLE’s role in strategic planning within an organisation, it is essential to define what PESTLE stands for and how it is used to support external factors. 
PESTLE stands for Political, Environmental, Social or Socio-Cultural, Technological, Legal and Economic and is usually used to analyse the external factors that can impact organisations and how they operate (CIPD, 2021a). It is helpful for understanding the broader external context, which can then be measured against the internal factors within the service (Farnham, 2015, p.17).
PESTLE analysis can help with change management, benchmarking, and allows adapting ahead of competitors in an ever-changing VUCA environment (VUCA World, 2022). Identifying risks in the environment can also support future-proofing the organisation with skills for the future workforce (Engage365 , 2022). For example, a PESTLE analysis may indicate a need to recruit or upskill employees to contend with changes in the business environment. Although it is a straightforward method of research and it helps acknowledge the risk, some critiques (PESTLE Analysis, 2022)  suggest that it is oversimplified. It is sometimes based on assumptions of external trends rather than evidence-based knowledge. As mentioned previously, a VUCA environment is ever-changing. Therefore a PESTLE analysis would need to be updated regularly to ensure that it is current enough to support business needs (CIPD, 2021a). Variants to the PESTLE format include STEEPLE, which introduces ‘ethical’ factors.  Considering ethical factors in global markets is important with the increasing competition when attracting talent (Farnham, 2015, p.17). Consideration should be given to Porter’s 5 Forces model (Mind Tools, 2022), which is sometimes used alongside PESTLE to understand the competitive market factors in addition to external factors. Porter’s model (Please see; Figure 1) focuses on specific market factors that can help evaluate the competitive market. When considering both analysis models, using Porter’s model (Pringle and Huisman, 2011, p.36) could be more beneficial when looking at an organisation's potential strengths and weaknesses. In contrast, PESTLE concentrates on the broader macro factors. Using both together could help with a more robust organisational analysis, which is recommended by the CIPD (2021a) when focusing on PESTLE as a method of analysis.





Figure 1: Porters 5 Forces Model 

(Mind Tools, 2022)
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[bookmark: _Toc99053208][bookmark: _Toc99225160]Political Factors 
Due to HDUHB being a publicly funded body, it could be argued that political factors could have the most significant external impact on how the service operates. In terms of Government policy, the UK government has pledged to spend £36 billion to support Health and Social Care and help boost NHS capacity to offer more services and appointments (Gov.UK, 2021). Although this is beneficial in terms of funding, it does not address healthcare organisations’ central issues, such as the lack of skills in the labour market (TC Global, 2020).  There are also compounding factors, such as the historical lack of funding by successive UK governments, which has led to some resource and staffing in the NHS (The BMJ, 2017).
Brexit has also had a compelling impact on staff levels in HDUHB, the number of nurses arriving from the EEA has decreased since Brexit, and large numbers are leaving the UK NHS workforce (The Kings Fund, 2021). Despite the UK government changing immigration rules to make it easier for healthcare workers to enter the UK (NHS Employers, 2021), there is still a shortfall of nurses and doctors in the NHS. 
The UK government has also pledged to supply 12,000 additional nurses from overseas by 2024 (The Kings Fund, 2021). Although this is beneficial to HDUHB, these staff will need to be recruited, inducted, and trained to develop in their roles, which takes time (Carl, 2021, p.30).  These compounding factors also impact staff wellbeing in the organisation. The lack of government investment, resulting in difficulties recruiting in the external market, has led to staff burnout which has increased sickness levels in the organisation (Chaudhry et al., 2021, p.1133).
Welsh Government has also directed health boards in Wales, and decisions relating to lockdowns and restrictions can have implications on service pressures in the NHS (Welsh Government, 2022a). For example, any delays by the government to react and implementing lockdowns can significantly impact hospital admissions. There is also the added factor of staff being redeployed or working from home due to restrictions and guidance around shielding imposed by the Welsh Government (Welsh Government, 2022b). The added factors around vaccine strategies also affect how HDUHB recruits clinical staff for the vaccine programmes. There have been increasing pressures on NHS organisations to recruit and train new staff to deliver vaccines rapidly (Welsh Government, 2022c). 
[bookmark: _Toc99053209][bookmark: _Toc99225161]Social Factors 
According to government statistics, the UK population has increased in age due to low mortality rates and decreasing birth rates, leading to individuals staying in work for longer (Government Office for Science, 2016). Longer careers and changes in technology will mean that organisations will have to be aware of the working population’s needs, which includes a drive towards lifelong learning and development in the workforce. This is evidenced in HDUHB, where ongoing training, especially in new technologies, has been vital in ensuring a workforce with the necessary skills to meet the needs of the future of work (Government Office for Science , 2018). There is also evidence conducted by RAND (2019)  which suggests that older employees delay retirement for work that they deem meaningful and valuable and that having flexibility in their hours is essential. Organisations such as Sodexo have programmes to support ‘Generational Diversity in the workplace to help challenge generational stereotypes (Sodexo, 2022).
According to Farnham (2015, p. 18), socio-economic inequality is rising with the divide between the wealthy and poorer groups (In Work Progression Commission, 2020). Life-long learning has also been identified by the government (Government Office for Science , 2018) as vital in supporting staff progression and helping people out of low pay cycles. In Wales, almost 20% of jobs are low paid, and the poverty rates in working households are the highest they have ever been in the UK (Guardian, 2021). HDUHB will need to be proactive in supporting staff in lower-paid roles or risk losing staff due to the increasing cost of living, for example, staff leaving work because they can’t afford rising childcare costs or fuel prices (CIPD , 2022). Organisations such as the Compass Group (People Management Magazine , 2021) suggest that they have no dead-end roles in their organisation and actively promote from their talent pipeline to ensure skills gaps are filled and career development is supported. 
Changes in career attitudes are also a factor for organisations such as HDUHB to consider. Flexible working is now recognised as vitally important to employees  (CIPD, 2021b). By offering flexible working as part of their resourcing strategy, organisations such as HDUHB can attract and retain more candidates from a limited labour market. For example, this can help attract individuals who may not be able to work full-time hours due to childcare responsibilities. Some organisations, such as Sodexo (2022), have created an internal group for advice and support to parents to help promote a healthy work-life balance. While HDUHB does have policies to support flexible working, more can be done to review flexible working in the organisation. 
According to the ONS ( 2021), working from home in 2020 increased to 37% from 27% in 2019. This has also led to changes in preferences, with 57% of survey respondents in the CIPD Work Smarter to Live Better report (2021c) stating that work-life balance was better due to the introduction of homeworking. These factors have been introduced into people strategies in HDUHB; for example, hybrid working is common in non-clinical roles. There are some limitations in data protection and difficulties collaborating when introducing homeworking. 
The sociological implications of the pandemic have also impacted work pressure and well-being factors such as burnout in clinical healthcare staff. Many healthcare staff now have some form of anxiety and loneliness due to social distancing measures (Wise, 2020, p.317). These factors have directed organisational strategy towards more support for wellbeing needs in the workforce to reduce turnover and sickness in staff. For example, HDUHB has invested in staff wellbeing benefits and an EAP programme, SilverCloud, to support staff wellbeing (Hywel Dda University Health Board, 2021b). 
[bookmark: _Toc99053210][bookmark: _Toc99225162]Conclusion
As identified in the findings, factors such as an ageing population and workforce, coupled with changes in how people want to work in terms of flexibility and hybrid working, are all prominent factors that HDUHB will need to adapt to. The impact of the pandemic has also meant that wellbeing support will need to be at the forefront of how healthcare organisations operate to ensure that they can retain talent and skills in their workforce. In addition, political factors have had and will continue to impact how HDUHB recruits and resources. The main factors identified in the report all centre around retention, training and flexible working. Ensuring that staff have the right skills and are adequately supported will ensure that there are no short staffing issues leading to burnout or high turnover.
[bookmark: _Toc99053211][bookmark: _Toc99225163]Recommendations 
The below recommendations are listed in order of importance;
1: Ensure that employees have access to lifelong learning and ongoing career development to reduce attrition. 
As identified in the findings, ensuring that employees have access to lifelong learning is vital. Utilising an asynchronous learning platform such as Talent LMS  (2022)would support this. Platforms such as Talent LMS offer many different approaches to accessing education, including easy-to-access engaging training videos that employees can access at the point of need. This can be used for areas of the organisation where role development is needed, for example, if education about vaccinating is required at short notice. Prices for programmes start at £475 per month with an annual cost of £5,700 per year. 
It is important to consider that it can be a significant time commitment to develop staff,  build talent pipelines and review job design, which can be a potential drawback to this recommendation (Carl, 2021, p.30). However, there is a  risk that if these solutions aren’t acknowledged, skills shortages could become even more significant, and HDUHB would not have a competitive advantage. This may result in more costly recruitment methods such as reliance on agency staff and staff leaving the organisation due to lack of development opportunities. 
2: Create a peer to peer learning network  
The findings recognise that creating talent networks and a supportive environment for intergenerational experience is vital. Although learning through different platforms is beneficial, certain aspects of tacit knowledge need to be factored in to help talent pools in HDUHB, especially if new staff join as part of the overseas nursing programmes. Programmes such as Cognify (2021), an online peer to peer learning network offer user profiles starting at £12 per user; this programme could be introduced to areas with talent and skills gaps. This would also support reciprocal, inter-generational learning between more senior and junior roles and allow for better connectivity within the organisation. 
The risk of not implementing a programme like this would be losing staff due to a lack of informal learning opportunities. This will then result in the loss of knowledge and skills due to a lack of talent pipeline when staff members leave the organisation. Studies also show that when learners have more autonomy over their learning, they are more engaged (Reeve,  2013, p.580). As identified in the findings, employees will need development opportunities, especially in the lower-paid roles. However, there are limitations to this approach; it relies on the skills being readily available in the organisation to allow for peer to peer learning to take place. Therefore, it is not appropriate in every circumstance, and organisations need to utilise a mixed-method approach to support organisational learning. 
3: Raise awareness about the benefits of  flexible working and ensure flexible working is being  implemented appropriately 
According to the findings, essential workers are less likely to have access to flexible working arrangements; employers like HDUHB must look at options to support workers across both clinical and non-clinical roles. There is a need to think creatively and flexibly to ensure retention and reduce attrition whilst avoiding the additional costs that staff sickness and burnout can cause. For example, Calderdale and Huddersfield NHS Foundation Trust introduced educational events and had staff return to work on ‘retire and return’ contracts in part-time roles to help flexibility (CIPD,2019). This also involves championing flexible working from the more senior-level functions and using case studies of positive examples in the workforce. The recommendation would include setting up a ‘Task and Finish group’ to help promote and monitor flexible working arrangements and support the multi-generational needs of the workforce. The cost of this would be minimal, apart from allowing the staff members the time to be part of the task and finish groups.  As identified in the findings, organisations need to reflect on all the levels of support that can be provided to staff across all different demographics. 
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