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Waite et Al (p7, 2021) state “We can refer to the business environment as operating at two levels – macro and micro”. 

Macro environmental factors are influences that we cannot control, for example, the rising cost of fuel is a macroeconomic factor that has a massive impact on an organisations costs.  We respond to this by looking at and adapting the micro factors we can control, so we could cut fuel costs by choosing local suppliers to save on fuel and transport costs.
 
By carrying out a regular analysis of the business environment, organisations can predict and plan for any changes that may be both beyond and within their control. To do this, there are some useful tools that can used to measure and review events that could impact on an organisation.
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A PESTLE analysis will identify the Macro factors, the external influences beyond the immediate control of an organisation. By looking at the Political, Economic, Social, Technological, Legal and Environmental factors that are constantly evolving and pressing on business, then change can be managed and planned. 

For example,  legislation brought in by Government can have a massive impact on a business and force change, but by monitoring white papers we can plan for upcoming new or amendments to existing laws. 




Slide 4




A SWOT analysis focuses on the internal factors that an organisation can control, and help us identify our competitive advantage. 

By looking at and making the most of our own Strengths, Weaknesses, Opportunities and Threats, Foothold Cymru can respond and change to take advantage of or minimise the impact of external factors on its operations. 

For example, by collating customer feedback, an organisation can identify their strengths and weaknesses as highlighted by customers, then respond and improve their performance by adapting to ensure the reasons for complaints are removed or improved.  

So how do we use these tools at Foothold Cymru?
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To achieve our goals we work with Grant Providers, The Welsh Government and other Charitable Organisations who fund our projects. 

We need to keep our projects interesting and relevant so that clients will want to take part in them, and show funders that their money is making a real difference to the lives of those we work with.  If we do not recruit enough participants, or miss project targets, Funders can clawback the money they have granted or refuse to support us in the future. 

Without successful projects we do not exist, and the business environment strongly influences the projects we develop. 
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Stakeholders are anyone who have an interest in an organisations actions. 

Our projects must be of interest to referring agencies, such as social services and the police so that they will refer to us, attractive to volunteers who give us their time, and local businesses who provide mentoring and placements. 

The evaluations and outcomes of our projects can influence policy at Local and National Government level, so local councillors and AM’s are also interested in what we do, and it must all be within the remit of the Charity Commissions rules and regulations.  

The New Business team must be aware of what needs the local communities have, and develop projects that meet these. If the projects we create are not addressing a social or educational need, then Foothold Cymru are not achieving their goals.  Do this this, they employ the Planning Cycle.
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The New Business Team develop new projects after extensive research into what the local community need, and using The Planning cycle means that we are always monitoring internal and external influences on our activities, and this allows us to plan, change and adapt accordingly. 

Brexit has meant that European Funding is no longer available for projects, so alternative funding streams must be sought. 

Every Funder has their own priority areas such as young people, poverty, or education, and our projects must be able to address the issue that the Funder has provided a grant for. As a result of the funder’s changes, our projects are now more focused on food sustainability and affordability, a move away from our traditional projects focused on training for NEETS and education/placements for the unemployed. 
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Change to the strategy or project goals need to be communicated to all staff and shareholders, and has traditionally followed a cascade from top down using face to face group or one to one meetings. 

Since COVID, this has completely changed, and the whole organisation is now more reliant on technological communications for both internal and external messaging. 
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Foothold Cymru has embraced technology for communications, and now use social media to promote projects, inviting direct contact from anyone who wants to get in touch. 

We now rely more on visual stories using photographs of our work so that stakeholders can see what we have achieved. The “real time” feedback from posts is also invaluable in measuring interest in projects from clients and referrers. 

Internally, we have moved to virtual meetings, livening up proceedings by having a theme, such as “hats” to help support the wellbeing of those working alone from home.  

We have also introduced a cloud based file sharing system, so that we can work anywhere, and an app that follows staff movements, so that we can support those who are lone working with check in calls, and ensure that all staff stay within contracted working times.
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Organisational culture and how people behave in organisations



Guidance Leaflet












What is workplace culture and why is it important?
“A workplace culture is the shared values, belief systems, attitudes and the set of assumptions that people in a workplace share. This is shaped by individual upbringing, social and cultural context. 
A positive workplace culture improves teamwork, raises morale, increases productivity and efficiency, and enhances retention of the workforce”.
www.forbes.com/sites/pragyaagarwaleurope 

A workplace can be seen as a family, with colleagues supporting each other, each having different beliefs and ways of doing things, and the occasional falling out over ideas. A positive workplace culture means that employees work together, are productive and loyal to the employer, support their colleagues and their individual beliefs, and get the job done. Positive culture results in lower staff turnover, as well as providing opportunities for staff to grow and learn, and a happy, respectful, supportive workplace, which is important in retaining and attracting new staff.





How change can impact people in organisations
[image: 6 Tips for Managing Organisational Change | Clear Review]Workplace culture is essential in facilitating positive change. Waite et Al (2021) posit that if a workplace culture is open and honest and explains how changes will affect the workforce, then the people affected will be more open to respond and accept the changes. 
Change can be unnerving and brings personal and professional challenges for those affected. People may be afraid of losing their jobs, a reduction in salary, changes to their working hours or terms.  Staff may be concerned that work changes will impact on their personal situations and could create pressures both at home as well as work. As a result, some staff may be understandably resistant to change, and may not see it as an opportunity to improve. 
Resistance by the workforce will mean that the change will not happen smoothly or effectively and could result in poor production and performance issues. Staff could be affected by stress and mental illness, resulting in high sick levels and an increase in staff leaving.  
The CIPD stress that there are two main types behind resistance:
· Resistance to the content of change, for example, this could be a new automated system where staff input is reduced. 

· Resistance to the process of change, for example, the introduction of new teams without consulting staff who will be affected. 


Organisations are whole systems [image: Levels of Organizational Change Programs - MBA Knowledge Base]
Organisations are organic, always changing and evolving in response to the macro environment. The change can be sudden and forced, as happened with the Covid regulations, or expected, such as Brexit. Every impact and change to the organisation will cascade down through every department to the workforce, affecting every employee and how they work. 
McKinsey (2008) developed the Seven S framework to explain how organisations function as a whole system, and these are:
· Structure: how the departments in an organisation work with each other, for example, at Foothold we have a Top-Down Hierarchical structure, with a Board of Trustees in charge.
· Systems: Procedure and processes, including finance, IT, recruitment.
· Style: The culture of the organisation. At Foothold, we are open, caring and friendly.
· Staff: The employees in the organisation. At Foothold, this would include volunteers.
· Skills: The skills and capabilities of the individuals within and of the overall organisation
· Strategy: The overarching plan developed by the organisation to remain competitive and successful. 
· Shared Values: The organisations beliefs and values, outline in the organisation’s Mission Statement. 
From the McKinsey model, we can see how changes in one of the seven 7 areas will impact on the others.  At Foothold, we have recently begun to recruit volunteers, and this caused some concern that roles would be taken on by volunteers and the salaried employee headcount reduced. Managers assured staff this was not the case and was part of the charity’s strategy. Volunteers were taken on so that paid staff had time to fulfil their roles as outlined in the bids to funders. Volunteers now operate the day-to-day client facing roles such as shop deliveries, whilst staff can focus on client recruitment and support, allowing Foothold to increase the level of service offered. 




Why it is important for an organisation’s business that change is predicted, planned and managed. 
[image: The Secret of Organizational Change Management -]Change is inevitable and can help an organisation grow and improve. It can be managed effectively if an organisation knows it is coming, and the use of the tools such as SWOT and PESTLE analysis explain how we can look both inside and outside the organisation for any predicted changes that may impact on our operations. 
Kindler (1979) referred to by Waite et al (2021, p37) states there are two types of change, incremental and transformational. 
Incremental change can be planned, brought in slowly, continuously reviewed against targets, adapted and amended as it goes to ensure continuous improvement. 
Transformational change happens quickly and marks the end of old ways of working. This happened to almost every organisation in the world with the Covid pandemic. The new Laws brought in to restrict contact and close workplaces forced organisations to use new technologies and remote working, and this has caused a massive shift in employee expectations with regards flexible and home working, as stated by Climate Change Minister Lee Waters: 
“One of the lessons we’ve learned from the pandemic is that many people don’t want to or need to be in a traditional workplace environment to carry out their work.”
https://gov.wales/pandemic-opened-door-remote-working-now-we-need-support-way-working-future-generations

Effective planning for change ensures that clear communication can be carried out with the workforce, ensuring that every employee is aware of what is happening and why, and if required a dialogue opened so that any questions or concerns can be answered. Any resistance to change can be addressed by ensuring open communication and sharing the organisational plan to show employees why the changes are needed and how they will be implemented. 
HR plays an important part in ensuring that any change is planned, managed and implemented with the full backing of the workforce to ensure that new systems are effective, and a new status quo can be reached. By facilitating timely communications between the Leaders and staff, HR can ensure that open and honest communication is made throughout the change process, facilitating dialogue between parties and ensuring that the correct procedures are followed and recorded. 

The CIPD note that at times, it can seem as though the HR professional is caught between wanting the best for Employees and the Organisation and experience a conflict of interest. This is when professional standards must be upheld, and the correct procedure followed, with support put in place for all affected by change.  





[image: WSCP Learning & Development - Worcestershire Safeguarding Boards]Learning and developing
Whilst we appreciate that organisations change, individuals may also want to change themselves, by improving their skills or moving into a different job role. Learning and development of employees in an organisation helps build skills, generate loyalty and increase employee job satisfaction. 

“It’s no big surprise that companies that take an active interest in the wellbeing and happiness of their employees find it easier to attract the best talent. After all, we all enjoy feeling that we are valued and appreciated and are willing to work a lot harder for a business that has demonstrated this to us.”
www.businessblogshub.com

By carrying out regular reviews and one to one support meetings with staff, organisations can find out who would like to undertake training and development and support them to do so. The feedback can also highlight where organisations need to improve how they can improve relations with their employees. 
The importance of skilled and experienced staff within the organisation cannot be underplayed and retaining and supporting individuals who have knowledge and experience they can share with others is essential. Coaching and mentoring can be used to support individuals at all levels, embedding learning into the workplace culture, and providing empowerment and engagement with employees. Gough. V (2021, p43) records how important shared learning is for an organisation:
“The knowledge resides in the spaces between people rather than locked in an individual’s head. The rapid sharing of insight and challenge allows organisations to react fast to changes and build resilience”.

An example of how Foothold have changed and improved how it looks after staff is the recent introduction of a wellbeing team.  The Covid pandemic highlighted the need to management for improved staff welfare support, and the wellbeing team have undertaken training in support and basic counselling, so they can help any staff who reach out to them for assistance around financial issues, mental health problems, or any stress they have in the workplace. 
The team hold regular social events over lunch, send out newsletters with links to agencies who can help with personal issues, and open communication and suggestions are invited by all. By doing this, Foothold are looking after their most valuable asset, their Human Capital.
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How do we monitor the external environment?





Pestle Analysis Examples to Unlock Business Growth (advergize.com)







A PESTLE analysis will identify the Macro factors, the external influences beyond the immediate control of an organisation. By looking at the Political, Economic, Social, Technological, Legal and Environmental factors that are constantly evolving and pressing on business, then change can be managed and planned. 



For example, a new piece of Legislation brought in by Government can have a massive impact on a business, and it has no choice but to change. 
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How do we monitor our internal environment? 

How to Complete a Personal SWOT Analysis | by Jodie Shaw | Thrive Global | Medium
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How do we monitor our internal environment? 





How to Complete a Personal SWOT Analysis | by Jodie Shaw | Thrive Global | Medium





A SWOT analysis focuses on the internal factors that an organisation can control, and help us identify our competitive advantage. 



By looking at and making the most of our own Strengths, Weaknesses, Opportunities and Threats, Foothold Cymru can respond and change to take advantage of or minimise the impact of external factors on its operations. 



For example, by collating customer feedback, an organisation can identify their strengths and weaknesses as highlighted by customers, then respond and improve their performance by adapting to ensure the reasons for complaints are removed or improved.  



So how do we use these tools at Foothold Cymru?
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Our Business Goals

“Foothold Cymru is a social justice charity.  

A community-based organisation working 

to reduce poverty and helping people 

exercise their own strengths and skills to 

achieve lasting change.

Our mission is to improve people’s lives 

through addressing both the causes and 

consequences of poverty and inequality”.

https://www.footholdcymru.org.uk/about-us/our-approach
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Our Business Goals





“Foothold Cymru is a social justice charity.  A community-based organisation working to reduce poverty and helping people exercise their own strengths and skills to achieve lasting change.



Our mission is to improve people’s lives through addressing both the causes and consequences of poverty and inequality”.



https://www.footholdcymru.org.uk/about-us/our-approach





To achieve our goals we work with Grant Providers, The Welsh Government and other Charitable Organisations who fund our projects. 



We need to keep our projects interesting and relevant so that clients will want to take part in them, and show funders that their money is making a real difference to the lives of those we work with.  If we do not recruit enough participants, or miss project targets, Funders can clawback the money they have granted or refuse to support us in the future. 



Without successful projects we do not exist, and the business environment strongly influences the projects we develop. 
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Who are our Stakeholders?
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Who are our Stakeholders?



Clients

Funders, such as The National Lottery, WCVA 

Welsh Government 

Our Staff

Volunteers

Statutory agencies

Police

Local businesses

Charity Commission 













Stakeholders are anyone who have an interest in an organisations actions. 



Our projects must be of interest to referring agencies, such as social services and the police so that they will refer to us, attractive to volunteers who give us their time, and local businesses who provide mentoring and placements. 



The evaluations and outcomes of our projects can influence policy at Local and National Government level, so local councillors and AM’s are also interested in what we do, and it must all be within the remit of the Charity Commissions rules and regulations.  



The New Business team must be aware of what needs the local communities have, and develop projects that meet these. If the projects we create are not addressing a social or educational need, then Foothold Cymru are not achieving their goals.  Do this this, they employ the Planning Cycle.
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The Planning Cycle
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The Planning Cycle









The New Business Team develop new projects after extensive research into what the local community need, and using The Planning cycle means that we are always monitoring internal and external influences on our activities, and this allows us to plan, change and adapt accordingly. 



Brexit has meant that European Funding is no longer available for projects, so alternative funding streams must be sought. 



Every Funder has their own priority areas such as young people, poverty, or education, and our projects must be able to address the issue that the Funder has provided a grant for. As a result of the funders changes, our projects are now more focused on food sustainability and affordability, a move away from our traditional projects focused on training for NEETS and education/placements for the unemployed. 
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Change to the strategy or project goals need to be communicated to all staff and shareholders, and has traditionally followed a cascade from top down using face to face group or one to one meetings. 



Since COVID, this has completely changed, and the whole organisation is now more reliant on technological communications for both internal and external messaging. 
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Technology & Communications


Microsoft_PowerPoint_Slide8.sldx
Technology & Communications













Foothold Cymru has embraced technology for communications, and now use Social Media to promote projects, and invite contact through messenger and WhatsApp from anyone who wants to get in touch. 



We now rely more on visual stories using photographs of our work so that stakeholders can see what we have achieved. The “real time” feedback from posts is also invaluable in measuring interest in projects from clients and referrers. 



Internally, we have moved to virtual meetings, livening up proceedings by having a theme, such as “hats” to help support the wellbeing of those working alone from home.  



We have also introduced a cloud based file sharing system, so that we can work anywhere, and an app that follows staff movements, so that we can support those who are lone working with check in calls, and ensure that all staff stay within contracted working times.
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What is the Business Environment?

Organisations do not 

exist in a Vacuum

Micro and Macro Environment Factors | Oxford College of Marketing Blog
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Micro and Macro Environment Factors | Oxford College of Marketing Blog





Waite et Al (p7, 2021) state “We can refer to the business environment as operating at two levels – macro and micro”. 



Macro environmental factors are influences that we cannot control, for example, the rising cost of fuel is a macroeconomic factor that has a massive impact on an organisations costs.  We respond to this by looking at and adapting the micro factors we can control, so we could cut fuel costs by choosing local suppliers to save on fuel and transport costs.

 

By carrying out a regular analysis of the business environment, organisations can predict and plan for any changes that may be both beyond and within their control. To do this, there are some useful tools that can used to measure and review events that could impact on an organisation.
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