[image: uwtsd-logo-bilingual]

Understanding The Business Context BMHR7012

Daniel Owen 2106804

Word Count – Report 3611 – Infographic 950













[bookmark: _Toc122675456]Executive summary
The Big Goal
Improve the ability to forecast and analyse external risks that could impact the performance of Hywel Dda Health Board.
The Need
I have identified and analysed using PESTLE three external risk factors that could impact the business goals of Hywel Dda Health Board. This includes Nursing pay and the impact on staff retention, Nursing agency spending, Targeted intervention, and AI and its impact on NHS management and teams.
Key Learning
The NHS is currently going through one of its biggest reviews and resets due to COVID-19, Political pressure on the NHS, Economic impacts on the Health Board, and the start of the AI revolution will create risks, in this paper I outline recommendations to mitigate and support the risks to ensure the business can stay a step ahead Welsh Government (2022b).
Outline of recommendations below:
· Improve staff engagement and reward package
· Improve the process of on-boarding international nurses to make a difference in site stabilisation
· Start a discussion around the use of AI to improve manager's and staff's work experience
A cost analysis has also been provided for consideration.
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HR is responsible for leading the way in understanding and shaping the future of the workforce, understanding the external factors to change, and how they will impact business trends in the future CIPD (2020). 
PESTLE is a popular tool for business and strategic planning, it is used to identify the key external factors that influence an organisation, and this can guide HR and Senior Managers in strategic decision-making. To be effective PESTLE analysis needs to be done regularly, this allows an organisation to spot trends early and gain a competitive advantage. Ensuring multiple perspectives, analysing information, and ensuring conclusions about the future aren’t just based on the present or past can reduce the risks associated with the use of PESTLE CIPD (2021).
PESTLE offers a cost-effective way to scan the environment for risks and developments, these factors are broken down as Political, Economic, Sociological, Technological, Legal, and Environmental, this allows businesses to exploit opportunities to meet or change current business plans to ensure success, it can also be used to cover straightforward principles such as project planning Walsh, J (2021).
The PESTLE analysis is simple, those without a business background can understand and contribute ideas to the discussion of what should be included. The process of PESTLE forces managers to think holistically while not worrying about complexity or technicality. The model can also raise threats to a project by understanding the competitive impact on a business. The model is also forward-looking allowing an analysis potential benefits and risks to ensure mitigation and improve business outcomes It’s Mind Tools (2022).
It’s also important to understand the risks to PESTLE which include Shaw (2021):
· Limited data is available which could lead to oversimplification
· If more data becomes available this can lead to confusion
· PESTLE is about assumptions rather than actual risks and threats
· Needs constant review
· PESTLE is a tool used to mitigate risk rather than remove it completely
PESTLE is not the only tool available to use to analyse external factors, SWOT is a popular tool that can be used instead of PESTLE. Both require the same time and resource requirements, but SWOT can’t provide analysis for each factor, SWOT also requires the risks to be analysed fully to turn them into strengths which requires additional resources and capital, positive outcomes can also not be guaranteed Chewa, J. (2022).
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[bookmark: _Toc122675459]Political – Nursing Pay and impact on staff retention.
Within the NHS there are currently 47,496 nursing vacancies, this equates to a vacancy rate of 11.9%, before the pandemic the vacancy rate stood at 8.1%. Trade unions are calling for a pay increase of 19.2% which includes backdated under inflation pay rises that NHS staff have not received BBC (2022).
The main trend of the strikes revolves around “Fair Pay” for NHS nurses, the current process is for the NHS Pay Review Body (2022) to agree on a pay negotiation considering:
	1
	Economy and labour market (4.2 - 4.35)

	2
	NHS funding and demand (4.36 - 4.57)

	3
	Vacancies (4.58 - 4.76)

	4
	Workforce planning (4.77 - 4.86)

	5
	Morale and motivation (4.87-4.107)

	6
	Workforce numbers and recruitment (4.131 - 4.174)

	7
	Retention (4.175 - 4.191)

	8
	Recruitment and Retention Premia (RRP) (4.192 - 4.193)

	9
	High-Cost Area Supplements (HCAS) (4.194)

	10
	Earnings (4.195 - 4.220)

	11
	Total reward (4.221 - 4.255)



The trade unions involved in negotiations feel that this process is becoming less about fair pay due to the processes involved being too closely linked to the government, the RCN the main union for Nursing has set out the evidence that the pay award should be based on a 5% increase on top of inflation RCN (2022a).
Due to the negotiations not meeting the evidence being provided by the trade unions, there is a risk of strike action taking place within the NHS for Nursing staff, previous strikes involving junior doctors have highlighted a substantial risk to patient care should they go ahead Owen, D. (2016).
Public support is usually over 50% for health care workers striking, this can have a positive impact on strike action taking place, almost always the reason for striking is broader than just pay impacting, these issues can include systematic failings and neglect of staff, further investment in the healthcare systems will address the problem of strike action over the longer-term Essex, R. et al. (2022a).
Within wales the Chief Nursing Officer has collaborated with all executive nurses within the NHS Wales Health Boards to create a priority list for all Health boards in Wales, these include Leading the profession, Workforce, Making the profession attractive, improving health and social care, and Professional equity and healthcare equity. Retention of Nurses in Wales is a key priority for all Health Boards, and the impact of nurses striking could lead to increased retention and recruitment issues Welsh Government (2022a).
The current pay offer in place for NHS staff in wales has been set at £1400 this provides an uplift of 7.5% for bands 1-4 but Nursing starts on band 5 so will total a pay increase of 5%, this is out of line with Trade Union guidance. This is even less for bands 6-7 at 4% Welsh Government (2022b).
There have been challenges recently concerning the NHS pay review due to the possible strike action and whether it is independent. based on the guidelines set the UK Government still has the final say about the pay review, within the remit letter for 2023/2024 the pay review also outlines that they consider the NHS budget which has been set for the next three years, and the government's inflation target, this could bring the process into disrepute as not fully independent Department of Health & Social Care (2022).
The impact of strike action has been shown to have a mixed impact on patient outcomes, but highlighted are the risks that any strike action within a healthcare setting could have worse patient outcomes and impact the view of patients on the care setting they attend. Since COVID-19 there has also been an increase in strike action which the organisation should note Essex, R. et al. (2022b).
The government could be stuck between the Nursing workforce being framed as an essential service, which can impact the Governments power in negotiating the current pay deal, this could lead to a stalemate between Trade Unions and the Government if neither party is willing to back down, which could lead to longer strike action effecting Nursing morale and possibly impacting on patient outcomes Naughton, M. (2022).
With Nurse vacancies currently at an all-time high of 70% 2,900 vacancies, the workforce is stretched beyond and deeply troubling, RCN has reported that nurses are being pushed to exit and are leaving the NHS due to pay increases that don’t meet inflation, leaving some nurses over £1,000 worse off in real terms Nursing Times (2022).
Trade unions are closer than ever to call an all-out strike for Nursing, The RCN has over 300,000 members, and they are balloting their membership to gain support to call strike action for all staff on Agenda for Change pay scales, this risks the impact of certain services and patient care. This impact will be seen by Hywel Dda Health board if the RCN is successful RCN (2022a).
The NHS in Wales has set a recovery and reset plan for all patient waiting times, the current waiting times have increased by over 50% due to the impact of COVID-19. Strike action will have an impact on this plan and could cause a further delay to patients Senedd Cymru (2022). Linked to the current stalemate between the trade unions and the government, strike action will have an impact on patient outcomes and waiting lists.
Ensuring Derogation takes place ahead of any potential strikes could mitigate the risks to patient care and safety and reassure staff that they will be protected if they cannot strike NHS Employers (2022).
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NHS spending on agency staff has increased by 171% since 2012, and 80% of agency fill is to cover the vacancy positions. The cost of agency staff is considerably higher than substantive staff, this cost is having an economic impact on the NHS and Government budgets. There are current difficulties in reaching a consensus when escalating shifts to agency and a lack of staff to carry out work outside of normal roles. NHS Wales is seeking to reduce agency expenditure, which will have a direct impact on Hywel Dda Health Board Audit Wales (2019).
Hywel Dda Health Board is an outlier of spend among the Health Boards in Wales, the total expenditure on agency staff in the financial year 2021/2022 was £139,160,000 of that Hywel Dda spent £34,342,000 which is 28.2% of all agency spend in Wales Welsh Government (2022c).
Audit Wales and Welsh Inspectorate meet twice yearly to discuss the overall position of each Health board in wales, the framework sets out four escalation levels, Routine Arrangements, Enhanced Monitoring, Targeted Intervention and Special Measures, the last being the most significant, due to agency spend Hywel Dda have been moved into Targeted Intervention, this is due to the health board not being able to meet its financial budget for the year Morgan, E. (2022).
Poorer patient outcomes have been linked to higher agency usage within the NHS, this is mainly associated with poor staff experience driving up sickness absence which has a further impact on agency requirements, the report by health charities the King's Fund and Picker noted that although agency staff don’t provide lesser care, the evidence does show that workforce needs to be suitably supported to provide high quality person cantered care minimising reliance on temporary staff  Gulland, A. (2018).
The risk increases when considering a care undone event, the shortage of health workers is a global issue, and increase demand has left many care providers with no option but to fill gaps with temporary staff. On a shift where temporary staff is between 0 to 10% increases the odds of care left undone by 6%. The odds of care being left undone event are higher with the use of temporary staff than those shifts covered by substantive staff Senek, M. et al.. (2020). 
NHS Wales use an on-framework contract which allows agencies to apply to procurement to provide nursing staff at fixed rates, the capped hourly rates provide financial stability, and the governance structure supports safe staffing and patient outcomes Shared Service Partnership (2020).
This isn’t only a Hywel Dda issue though, NHS England is taking steps to support the reduction of the agency staff bill, English NHS trusts are also suffering from missing financial targets due to their use of agency nurses, NHS England does have guidance that is set out to support the use of capped framework agencies over those more costly NHS England (2019).
These issues within the health board are historic due to the demographic and size of the area covered by Hywel Dda, the auditor general found significant workforce challenges as far back as 2018, reporting high levels of nursing and medical vacancies with long-standing challenges in recruitment along with increased service demand BBC (2018).
A solution to this has been drafted by the Chief Nursing Officer, who has supported a plan to recruit over 400 International Nurses to health boards across Wales, the launch of the ‘here for life’ plans to hire international nurses to support all health boards including Hywel Dda Welsh Government (2022d).
Procured by MEDACS, they aim to support over half of the international nursing recruitment in Wales, MEDACS is also the supporting supplier to Hywel Dda Health Board, this has been introduced at pace due to the ongoing staffing deficits within Nurse staffing MEDACS (2022).
To date Hywel Dda has been able to onboard 45 international nurses, with plans to increase this number significantly over the coming months, this addresses the vacancy factor held within the health board Nurse staffing group Hywel Dda Health Board (2022).
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Future technologies include artificial intelligence, machine learning, cognitive computing, Robotics, robot process automation, and automation technologies according to CIPD, they present new opportunities for the people profession to free themselves from the routine low-level tasks, to allow the focus to be shifted to more complex human-centred tasks. However, the CIPD people and machines research found that HR activities appear less likely to use AI and Automation with just 14% of employers applying them to HR process CIPD (2021).
AI doesn’t just have a place in the people profession, there have been cases for implementation of AI in patient-facing roles, IBM has worked with NHS Wales to support the training of an AI model to support the safe placement of Naso-gastric tubes, utilising the AI to support less experienced staff to assess if an NGT has been placed correctly. The X-rays are fed into an AI machine rather than needing a doctor to confirm saving time and releasing the doctors back to patients improving workflow Intel (2019).
Implementing AI isn’t just a HR challenge with HBR finding only 8% of businesses are engaging in core practices to support adoption. AI integration requires a top-down re-wiring of processes and faces culture and organisational barriers. To break these potential barriers, engaging with staff is vital, due to the scale of the health board, ensuring a hub is formed that can support spoked (business functions) which in turn allows for AI learning to be shared Harvard Business Review (2019).
The people profession needs to focus on embracing automation and other technologies that improve efficiency, service effectiveness, and cost savings. RPA (Robotic Process Automation) can help to provide better services to managers and employees. Digitising data and auditing process data could lead to improved efficiency and cost savings. The automation process can be built around Instructive, Adaptive, and Cognitive data to provide the correct level of automation vs cost. RPA is simple and can prove to have a large area of deployment in the HR process Balasundaram, S. et al. (2020).
AI has the same potential to have a positive impact on business as Analytics before it, it is our responsibility as people professionals to help business leaders navigate toward making the best business decisions. Recruiting could be the place to start streamlining the onboarding process providing HR professionals the ability to work on human-centric tasks. There are risks Amazon, for example, scrapped its AI recruiting tool which showed bias against women this shows the need for diversity in the creation of an AI model Hogg, P. (2019).
AI can provide a basic support mechanism to the administration function, basic questions that include, “Where is my training application” or “How many days’ annual leave am I entitled to" can be left to chatbots to resolve, even if the chatbot isn’t able to respond, they can direct the query to the correct team or person which will save time. Introducing AI to evaluate training needs can also create pathways for staff to improve the availability of internal training programs and tailor future programs for staff Chevalier, F. (2022).
It’s felt that most HR professionals would resist the introduction of AI as it cannot accurately classify human behaviour at work, with the correct knowledge and experience AI tools could work as intended. The HR profession needs to work closely with those developing AI technologies to inform and support the process rather than stand back, ensuring a diverse team to support the introduction of AI can lead to less bias this is vital in an AI system that would support recruitment, for example, Charlwood, A., & Guenole, N. (2022).
The HR life cycle can set out predictive tasks for HR, these can include: 
HR Operation
	HR Operation
	Prediction Task

	Recruitment
	Are we securing good candidates

	Selection Process
	Are we offering jobs to the best employees

	On-Boarding
	What practices cause new hires to become useful faster

	Training
	What interventions make sense for individuals and do they improve performance

	Performance Management
	Do our practices improve job performance

	Advancement
	Can we predict who will perform best in new roles?

	Retention
	Can we predict who is likely to leave and improve retention

	Employee Benefits
	Can we identify which benefits matter most? And what can we recommend when there are choices?



The table includes the most common tasks within HR linking to the ‘Human Resource Life Cycle’. Each of these tasks involves administration which can affect the performance of an organisation. Machine learning can be used to create algorithms to predict outcomes, IBM for example uses algorithms to recommend the training to staff that makes sense. Quine uses career progression to recommend career advancement to staff that makes sense to them Prasanna, T. et al. (2019).
AI can help managers quickly and easily analyse employee data from multiple sources, AI can help track employee performance against KPIs, how many meetings are taking place and the outcome of that work, and how much training an employee has completed. Understanding employees and how to support them through the use of AI, has an employee carved out time for childcare, this could highlight to the manager that a more flexible working pattern might be needed, using AI to identify historic personal data and company-wide trends to identify at-risk employees He, E. (2018).
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The use of PESTLE has been supportive in understanding the external factors that affect Hywel Dda Health Board. Understanding the limitations of PESTLE before analysing the external factors is important, also reviewing the work undertaken and ensuring that the PESTLE framework is reviewed regularly to ensure the noted external factors are still valid and the questions we are asking are still the same CIPD (2021).
The Health Board along with the NHS has a varied and wide-ranging list of external factors that might impact, the limitation in this paper is that I have only included three. Understanding the research and the positives and negatives help identify actions that can be taken to ensure the risks are mitigated and opportunity to improve business practice can be had BBC (2018).
There is positive work ongoing within the Health Board to support some of these challenges, but do they go far enough to ensure that the risks can be minimised? Based on the information provided there seem to be further supporting mechanisms that could provide more efficient outcomes. Understanding this research and how it will impact the organisation Hywel Dda Health Board (2022).
The next step will be to provide a recommendation based on the research on the external factors identified. I will engage with the correct teams internally to ensure this information can be shared and any actions needed can be supported.
[bookmark: _Toc122675463]Recommendations 
Following the above conclusion, I have recommended the following actions to take place to mitigate the risks associated with external factors and aim to improve business outcomes.
Political – Review the current staff benefits available, to understand what steps we can take as a business to improve employee well-being and retention.
Take part in a review of current staff benefits to understand their impact and understand the availability of any financial support for staff during these difficult financial times Department of Health and Social Care (2020).

Political Recommendations
	What
	Why
	Whom
	Where
	How
	When
	Cost

	Review current staff benefits
	To ensure staff feel valued by the health board
	Staff Benefits Team
	Monthly Review
	Engage with the current HAPI benefits tool vendor to link the needs of staff to employee benefits
	Q1 2023
	Time (1hr per month meeting) Band 5 staff benefits officer £12.87 per hour

	Research financial benefit tools for staff
	To support staff with the current financial pressures due to inflation
	Staff Benefits Team
	Research Paper
	Engage with procurement to understand if there is a system to support staff accessing pay early
	Q1 2023
	System cost and Licence unknown at present, research to be undertaken by HR Manager 8a (3 hours per month £70.92)



Economic – Introduce a team to support the current international nurse recruitment, ensuring that the positive impact from recruitment can be attributed site by site.
This work will also look at the current efficiencies in rostering, temporary staff usage, and the correlation between substantive fill and the use of Agency staff along with improving staff retention NHS Employers (2020).
Economic Recommendation
	What
	Why
	Whom
	Where
	How
	When
	Cost

	Introduce a team to support international nurse recruitment to ensure site stabilisation
	To ensure international nurse recruitment has the positive impact needed to reduce agency spending and improve patient care
	Workforce Efficiency Team
	On-site and remote work
	Engage with nursing teams, recruitment, and workforce to ensure delivery of improved patient care and reduction in agency spend
	Q2 2023
	Band 8C (£64,388 per year)
Band 8a (£46,210 Per Year)



Technological – Review the current processes that could introduce AI to simplify administration tasks
Link with resource teams to support them to understand what could be automated to improve efficiency within the recruitment process to benefit the efficiency and employee onboarding Mohdzaini, H. (2021).

Technological Recommendations
	What
	Why
	Whom
	Where
	How
	When
	Cost

	Review the current processes that lend themselves to AI/Robotics Automation
	To Improve workloads and efficiency of staff time, also improve the onboarding process
	Resource Team
	Monthly Reviews
	Resourcing team to review the current recruitment process and link with IT teams for options in relation to automation
	Q4 2023
	Band 7 (3hrs per month £63.95)
System availability is unknown at present a further paper will be required to include cost-benefit analysis



The following recommendations will also be presented in a business case to workforce managers for the speciality above to ensure context and accuracy. Once agreed it will be shared with the senior HR managers and then the executive board for approval.
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