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Executive Summary
The following report shows the outlines the importance of employee relations within South Wales Police during the current pandemic of Coronavirus. As with all Police Forces their aim is to protect the communities they serve. 
The paper looks at how employment relations at South Wales Police has been affected by Coronavirus. It takes into account the leadership styles, health and safety and the external factors that have created the environment that lies within the Force today. Included is a literature review which allows for a cross comparison to other organisation, revealing that with new leadership styles, transparency and a collective understanding at all levels that there could be an improvement in employee relations.
The recommendations have been made from the research that has been collected and from every day examples. They have been set as suggestions for ways that South Wales Police could improve its employee relations and in turn create a better working environment for the new ways of working that the pandemic has brought.
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1.0 Introduction
South Wales Police is a public sector organisation which to look after the communities that it protects. It has over 2200 Staff, 3000 Officers and 400 Police Youth Volunteers and Special Constables all of which ultimately aims to report to the Chief Constable (highest ranking officer for a Police Force).
The Force is made up of one Chief Constable, one Deputy Chief Constable, three Assistant Chief Constables, and the Chief Superintendents who look after the portfolio areas. These Basic Command Units (BCU) cover the community areas, and specialist areas for operational support such as the control room and Justice Services plus many more areas. There are two directors in Force, staff equivalent to the rank of Chief Superintendent, who cover Human Resources and Finance. 
South Wales Police prides itself on its culture of integrity, professionalism and positivity as well as being the “best at understanding and responding to our communities” (South Wales Police, 2020)

1.1 Covid-19 
Like all organisations, South Wales Police has been affected by the pandemic, it has had to go through fast and unpredictable changes, unknown outcomes, adapting to new ways of working to ensure 24/7 protection and all the while protecting the communities who found themselves in a situation that only history spoke of. Covid brought neighbours closer together, companies trusted employees with working from home, it saw technology advance and we saw the first nationwide celebration of the NHS. But in its wake it separated families, closed businesses, created redundancies, pushed the country into a recession and saw the death of hundreds of thousands of people worldwide. 
What impact has this had on employment relations? 

1.2 Report Aims
The aim of this report is to understand the impact that Covid has had on South Wales Police and its employment relations. It will look to provide recommendations based on its findings that will assist with its employee relations, engagements, as well understanding and acting on employee voice and the performance levels of the organisation itself.

2.0 Literature Review
2.1 Understanding Employment Relations: Differing viewpoints
Gennard and Judge (2010) described the aims of employment relations through a systematic and regulatory view that was about establishing rules, creating regulations and agreements to standardise the employment relationship. Whereas the CIPD, in their Factsheet, have more of a personal and relationship based definition “seen as focusing on both individual and collective relationships in the workplace.” (2020a, p.1). It then moves on to highlight how important a trusting and positive relationship can impact on the relationship between the employer and employee.  The CIPD idea of employment relations can be backed up by Google’s Project Oxygen and the 6 rules for management which increased managerial performance by 75 percent for those that were underperforming (Schneider, 2017).  These rules look at the effective abilities in having line managers trust their staff and encourage them to share ideas, listen and being actively there (line managers included). By increasing performance in a way that showed trust and innovation, it shows that Gennard and Judge’s regulatory view does not allow for enough freedom for individuals innovations and relationships to grow. 
A key failing within South Wales Police was at the start of the pandemic, discussions were being had behind closed doors and advice was not being fed back to those at the front. It concentrated so widely on the processes and procedures that it did not consider the individuals and the circumstances leading to a frustrated workforce and a lack of confidence in the leadership. If there was better communication with those on the ground would that have improved the relationships with the leaders as the CIPD definition suggests?

2.2 What elements make up employment relations?
Employment relations has three fundamental ‘actors’ which define how the relationships will work, employers (and the managers), employees (including the representative parties) and also the state. In regards to the employers and the managers, there is a difference in the way that each works. For example in small and medium sized employers (SME’s), they can be found to be informal and personal that may have little to no Human Relations functions, thus concentrating and relying on services like ACAS and employment specialists such as lawyers for advice (Forth, Bewley and Bryson, 2006). Private companies are renowned for having a higher number of managers and a HR function of their own, these all work with the shareholders who own and guide the organisations (Bennett, Saundry and Fisher, 2020) but would all of their interests be the same? Does the shareholder, who has investment in the company, have the same interests as the managers or is there an additional strain on those managers on the front who have to find a balance between the wants of the shareholder and the needs of those that it employs?
The public sector who employ on estimate 5.56 million individuals, has had a 2.6% increase in employment in comparison to September 2019 (Office for National Statistics, 2020).  Within the public sector is the NHS, education and local authorities, throughout the last five to ten years there has been the ever changing difficulties that go against the grain of the regular known stability and union involvement, all of which is affected by Government changes (Bennett, Saundry and Fisher, 2020). The initial shift coming from the 2009 recession where the Government had to look for financial cuts in order to trim back previous years expenses, made by the then Labour Government. This led to the privatisation of 196,000 education and sixth-form teachers (Pettinger, 2012).  
Throughout the Covid pandemic the role of the employer and the managers have been a key part to making sure that the changes that each organisation has had to make is completed with the health and wellbeing of individuals at the forefront. With the increase in homeworking a lot of organisations have had to adopt Netflix’s model of autonomy, where managers have learnt to let their employees do their job, creating a higher trust and lower control environment, something that Google have also adopted prior to covid (Shaw, 2017). CIPD Voice, released in September (Davies, 2020), showed that with the ways of homeworking 28% of companies who completed the survey have had an increase in productivity, but how are companies monitoring performance? Paul Holcroft, Associate Director at Croner, stated that the coronavirus outbreak could exacerbate the results from the Glassdoor poll that revealed 49% having lied at work, this is due to individuals fearing more for their job stability (People Management, 2020a).
This leads onto the employees and the representative parties ‘actors’. The industrialist move that started back with Chartists in the 1800’s has come a long way, with 5 out 6 of their demands by 1918 being carried out (the only one not to be fulfilled was the parliamentary actions) (Parliament UK, 2021). However the collective agreements that formed a large reasoning behind the Trade Union membership started to alter with the change in labour markets and the Conservative Party being elected in 1979. Since the changes in industrialisation and Margaret Thatcher was elected to Prime Minister, there has been a significant decline in Trade Union memberships, 1995 from 32.4% to 23.5% in 2019 to an individual basis (Department for Business, Energy and Industrial Strategy, 2020). South Wales Police currently has two Unions, GMB and Unison this is for Police Staff there is also the Federation for Police Officers which is an automatic enrolment and protection. What benefit is there in joining a Union? Are employees best to look out for themselves or does the current state of affairs show that Unions are still required?
CIPD in their Employment Relations: An Introduction Factsheet (2020) highlighted just how important it is to work with the trade unions at this difficult time. Where there is an increase in conflict and tension (potentially in the areas where individuals are being treated differently with agile working) showing that there has been involvement from the trade unions, will show employees that employers are taking in and taking on individuals views. The Unions are involved in conversations and decisions which others will not be able to have influence over. 
The state, is also brought into employment relations as the governing body, it acts as the mould to the way relationships are governed. As shown above the impact on the economy, in turns affects each sector with regards to employment, growth, rates and inflation (Bennett, Saundry and Fisher, 2020). Similar to the regulatory framework that Gennard and Judge highlight within their definition of employment relations. 
Throughout the pandemic, the government have had to make several decisions that would impact on the economy, closing all that were non-essential (shops, pubs, restaurants etc), sending people to work from home where possible, (unless essential, police officers, ICT etc); restricted travel and bringing in the implications of PPE. 
[bookmark: _GoBack]Due to the decision that were made there was a need to keep the economy from going on a downward spiral. This brought around the introduction of the Coronavirus Act 2020 (Coronavirus Act 2020), which introduced the “Coronavirus Job Retention Scheme” also known as Furlough (Government Uk, 2020). By bringing this scheme into fruition the Government are trying to support the economy by paying 80% of their wages for those that were no longer able to work, this with the hope to avoid future redundancies. Not only was this a move to keep the economy on a balanced line but it was also showing leadership in putting the individuals first and understanding their needs and worries. The Government also created loans, grants and guarantees for small to large organisations that require the assistance, this was with the hope that the economy would only be in this situation for a short amount of time (Sunak, 2020). 
In order to get a full understanding of the factors that impact on South Wales Police a PESTLE analysis (CIPD, 2020b) can be found in the Appendix 1. This allows for HR and the Senior Managers to understand the external factors that will impact on the organisation in order to steer the strategy and decisions although this form of analysis will be required to done on a regular basis in order to stay up to date with changes (CIPD, 2020b).

2.3 Macro Factors
As a political aspect of those that impact organisations and their employment relations is Brexit. Although this has now been agreed and plans begin from the 1st January. In brief it sets in motion the regeneration of the fisheries, 100% tariff liberation (first time that this has ever been agreed for the EU) (Government, 2020b, p.6) and so on. However the delay and indecision of the Government plus the Prime Ministerial changes have had a significant impact on GDP with a huge plummet occurring in 2016 and then again in 2019 when there was reports of a possibility of no deal (IG, 2020).  This reflects just how much the changes in Government impact on the market and therefore the businesses, in turn affecting the employment relations. South Wales Police have had to create project boards, specialised teams and updated training in order to be able to deal with the “what-ifs” if there was a no-deal. With this in mind and with the rumours that policing systems may no longer be available, the force had to look after the tensions and concerns that were arising, especially from the intelligence teams. Improving the relationships and dynamics by looking at the strategies of the teams and what they would be able to put in place.
The pandemic on the other hand is the greatest impact that there is on South Wales Police and other organisations across the Globe. The Director General of the WHO in his speech on the 15th February 2020 at the Munich Security Conference, was talking of the ending of Ebola in the Democratic Republic of Congo (DRC) after 18 months of fighting it and getting this under control after the first three months. Within this there was talk of how epidemics can impact and cause “severe political, economic and social instability and insecurity” (Ghebreyesus, 2020). Almost a year down the line, the impacts are starting to shine through, pay freezes on public sectors, furlough’s being extended, redundancies and even administrations for businesses that have been in the trade for decades. 
The ILO “covid-19 and the World of Work: Third Edition” (2020) reported several statistics from the Global recordings which reflected that those most at risk and required assistance from the Government (including speedy and flexible responses) were those that were own account workers and small and local businesses. Along with Figure 1 below both show that there is a separation within the economy and that the labour market is now more than ever divided in unemployment and the gap between the rich and poor has increased.
Although the Government brought in the Coronavirus Act 2020 (Coronavirus Act 2020)), it allowed those in well worked roles to work from home on full pay but those who worked in areas such as shops to only be able to receive 80% of their pay, evidenced in figure 1 below as the Office for National Statistics (2020b) show that those who have a higher education background were most likely to be able to work from home; it benefited those that were richer and had the housing space and disadvantaged those that had families at home who had to look at teaching their children whilst holding and attending meetings (Meister, 2020).
Figure 1 – Office for National Statistics 2020, Coronavirus and homeworking in the UK: April 2020
[image: ]

As mentioned above the ILO (2020) emphasised the need for speedy and flexible action from the Government but it was also needed from the employers. Employment relations during the pandemic is a key concept, clear, concise and flexible guidelines are required, in order for people to understand the requirements and expectations of the roles that they are doing. Jonathan Sumption in his article “Boris Johnson’s ‘strongman’ Government is destroying the democracy” (2020), highlights the ineffectiveness of the decisions from our leaders and the dependency on fear through a ways of an authoritarian government.
Take for example the employer Timpsons, not only did they try and create a positive emphasis at the end of the year by getting individuals to concentrate on something positive that happened that year but they also looked after their employees by making sure they remained on full pay during lockdown (Partridge, 2020) and that when they returned to work full Health and Safety was in place (Parrott, 2020), creating a positive and engaging employment relation. In comparison to other companies such as Boohoo who continued to “force” individuals to work when should be isolating and without the correct social distancing processes in place (BBC, 2020) thus losing advertisement on some of the biggest platforms, not only did Boohoo put their individuals at risk but they were also in breach of the Health and Safety at Work 1974 Act “An Act to make further provision for securing the health, safety and welfare of persons at work” (Health and Safety at Work 1974).  The differences in the leadership and decisions from these examples show that with the correct leadership and putting your employees first before profit can keep the winning mentality at the forefront and employees engaged. 
South Wales Police under Alan Fox’s three Frames of Reference (Fox, 1974) would normally be considered as a pluralist state “conflict is an inevitable part of organisational life” (Bennett, Saundry and Fisher, 2020) however with the pandemic and the leadership style that they ensued upon there is cause to believe that they moved to a more Unitarist approach where conflict was due to misunderstanding and/or agitation (Bennett, Saundry and Fisher, 2020). This was due to individuals waiting for answers on the implications to their role, hours of work and working conditions but never have clear, concise and timely response where answers arrived weeks later when an individual had already been impacted. 
If anything the pandemic has highlighted that the capitalist ideals were we pushed through the need for organisations to do what was required in order to increase profit, needs to change. Cuts in both NHS and the Police Forces were made in order to maximise profits but have left the areas weakened at the times when they are needed the most, lack of frontline workers, PPE and the development of vaccines. Gig economies have been left exposed and caused further social inequalities (Muzzacato, 2020). The Government and organisations are looking to learn that the processes and policies that they have put in place as a response to our current situation, where they have allowed individuals to create and be inspired to be their own change makers, reforming the old, is one that should be invested in and continued (Taylor, 2020). 

3.0 Findings 
3.1 SWOT
Using a SWOT analysis alongside the PESTLE (appendix 1), will allow for the identification on how key factors have impact on South Wales Police response to the global pandemic.
	Strengths 
	Weaknesses 

	· Fast acting for the community 
· Equipment
· Own HR department
· Engagement levels 
· Several properties 
· Technology 
· Flexibility 

	· Communication 
· Staff morale
· Equipment 
· Financial constraints
· Skills gaps
· Decision making
· Leadership 
· Reactive rather than proactive
· PPE
· Health and Safety 
· Cannot do furlough

	Opportunities
	Threats

	· Restructure 
· Technology developments
· Partnerships 
	· Government
· Labour market
· Sickness levels 
· Shielding 
· Increase in demand 
· Redundancies 



3.2 Furlough
Between the PESTLE and the SWOT, it identifies several complications to the way that the public sector is altered in comparison to private organisations and employment relations (CIPD, 2020c). Take for example furlough, which has been explained elsewhere in the report, as South Wales Police is a public sector organisation they are exempt from this act however as the UK has now moved into a recession this brings about pay freezes and budget cuts, which will have the potential to impact on the force and redundancies may be made (Government, 2020c), restructuring and leaning their processes will inevitably assist at those difficult times. Although the 2009 recession was not as hard hitting as first it was believed to be, does the force hold out and wait to see what happens with markets or does it act quickly and start future planning so that employees understand the difficulties that lie ahead?
From November 1st and with the re-introduction and extension of furlough companies had to inform the HMRC if individuals were going to be made redundant by a specific date and they could bring individuals who had been made redundant re-employed and placed back on furlough (Faragher, 2020). This allows for the organisations leaders to regain the employees and also look after the welfare of those who have remained in employment. Increasing employment morale and engagement.
What goes beyond just putting individuals on furlough and trying to keep individuals in employment is the companies that have also cut the executive pay in order to reduce the costs to the company. It has been recorded that “37% of FTSE 100 companies” (Jolly, 2020) executives have already cut their pay, showing that they too are affected but have the companies’ best interest at heart. 
As discussions regarding funding move forward, South Wales Police, as well as other organisations, are going to need to look at ways to develop the organisation, the skills and its people (Baska, 2020).
Therefore increasing the engagement and trust from their employees, making the case ever more that South Wales Police should look to future planning and communicating this to the rest of the Force when an understanding of the situation is known. 

3.3 Leadership
Korn Ferry in their article “Leadership in an Outbreak” highlighted that “people need to know (the leader) cares for the employees and understands what they are going through” (Korn Ferry, 2020), thus showing that it is important for leaders to adapt to the changing circumstances and personalise the messages and directions that they went through. The NHS are recorded to have done exactly this, by changing their leadsership skills from a command and control style to an adaptive leadership which incorporated all levels of leadership (Warraich et al, 2020). In comparison South Wales Police, struggled to include department leaders and allow them to make decisions on the runnings of the departments, this created an increase in calls for guidance from the HR Helpdesk (the go to Covid-19 advisors) and created tension and frustration when answers were unknown and decisions remained outstanding. This significantly decreased the trust in the employment relationship, which has continued throughout the pandemic, raising questions as to how effective South Wales Police is at dealing with critical incidents, when will they look to be more proactive rather than reactive? 

Figure 2 – HR Helpdesk increase in calls statistics
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As figure 2 above shows the impact of no answers dramatically increased the calls and frustrations that the employees at South Wales Police. This is just an example of the figures that were taken in during one week in March.
Although South Wales Police created a command structure for different levels of decision making, silver, bronze and gold, each board had to continuously get approval from Gold even when looking to make minor decisions which attracts against the good work that this structure could have put in place. Further enhancing the blame culture that South Wales Police predominantly has within its environment, highlighting the issues of trust in the employees. The best way to have dealt with this is by creating the structured project boards but by also providing quick and clear communication from the employers to the employees (Korn Ferry, 2020). 
Jacinda Ardern, Prime Minister for New Zealand, has been reflected as being compassionate, open and collective but also decisive (Carrick, 2019). By acting in this manner the country understood what was required of them and trusted the information as this incorporated experts opinions. The opposite to the UK government, who devolved the decisions to Local Governments, causing confusion as to who is required to do what and applies to who. Showing that a leadership style of compassion and “human” improves the engagement relationship. What more could South Wales Police do to regain its employment relations and the engagement of its individuals?

3.4 Health and Safety
For all organisations regardless of whether they are public sector or private each have had to adapt and alter the way they do Health and Safety, there have been new regulations that have had to be incorporated “Health Protection (Coronavirus, Wearing of Face Coverings in a relevant place) (England) Regulations 2020” (please note there is additional and separate regulations for Wales and Scotland), this act informs employers of what PPE needs to be used and when (Health and Safety Executive, 2020). South Wales Police has a team dedicated to Health and Safety which were able to act fast on the advice being provided by Public Health Wales, WHO and the Government. The NHS and Police Force both created guidance pages and risk assessments to assist line managers in making sure that individuals were working in the right conditions with the up most safety (NHS, 2020). The report earlier mentioned Boohoo and their failings at adhering to the regulations, but they were not the only ones. The Jacks Fish Company came under scrutiny by HSE for their failings in putting the correct cleaning and distancing measures in place, even after some of the workforce tested positive (Wylie, 2020). 
South Wales Police like the NHS and other organisations such as the Supermarkets, all struggled to retrieve the right amount of PPE for individuals to work safely. The BMA conducted a survey at the end of May with 8,455 Doctors, highlighting that the lack of protective gear and the requirement to still do their jobs led to short tempers and intolerance (Cooper, 2020). As they are on the front line the care and safety of these individuals should have been at the forefront of everyone’s mind, why was there no provisions for PPE stock, and why did it take so long?
The force has put many instructions in place for the co-operation of its Health and Safety and what individuals need to do in order to keep themselves and others health and wellbeing safe. Its locations are now classed as Covid secure but is this enough to protect the force in the near future?

4.0 Conclusion
South Wales Police has shown throughout these times to be resilient and have the ability to adapt, whether this is by sending individuals home to work, changing hours of work or through the regulations and methods that they police through. However, it has shown its weaknesses. Throughout this time especially at the start of the lockdown in March, the leadership showed that it was reactive and not proactive. It took days and weeks for information to reach the officers and the staff at the front of the queries, which were impacting the lives of individuals at that very time. Communication on Health and Safety and the best courses of action took time to roll out and was confusing with the amount of information that was being given, rather than being straight forward with the guidance that was provided by the Welsh Government. It said to be putting its staff and officers at the forefront of its plans but in reality was it? 
Employment relations is a key factor throughout the above report and Human Resources plays a large part in this. As Peter Cheese said in December 2020/January 2021 People Management Editorial (2020), the Human Resources “profession can and should be at the forefront, and much will be expected of us”. South Wales Police has faced difficult circumstances, as have many other organisations, and are still going to face further difficulty and changes that will impact on the way that policy operates. From leadership styles, health and safety future considerations and the current economic state and recession, this will all cause an impact! Which is why communication and an emphasis on the CIPD’s definition to focus on both ‘individuals and collective relationships in the workplace’ (CIPD, 2020a), should play a key part in the strategies that the police force undertakes. 
5.0 Recommendations
Recommendation 1: Leadership
This report has already highlighted that a key function of successful leadership is by being compassionate and understanding the needs of those that are employed. By taking a look at the methods of Jacinda Arden and the success of New Zealand’s leadership, South Wales Police could change and improve the tensions that it created. By undertaking short staff surveys; information gathering from departments themselves (at all levels); focus groups to have an understanding of how to develop for the future. There are sufficient leadership courses already in place with the assistance of ACAS, this leadership recommendation is about the ability to be transparent and hearing the viewpoints of those that are on the frontline. 
Recommendation 2: Future planning
Rather than being reactive, the Force needs to look at future contingencies. Changing and adopting policies to include new working styles such as the Flexible Working policy so that it includes home working and the terms and conditions surrounding this. They will then need to look at how this will impact force budgets, maintenance of buildings and the use of locations, are so many required. By looking at these factors there is a potential to not only have clear and definitive guidelines for that work within the force but it could create a saving that may assist with the recession that the UK finds itself in today.
To also include a clear strategy and plans in place that can be communicated to all staff and officers in regards to the recession and Brexit.
Recommendation 3: Lessons learnt
To check and keep abreast of any changes that take place for the likes of production of PPE and health and safety regulation changes. To be clear and concise as to what is required and when it is required and to not push this down through too much information. 
Acknowledgement of what the force did well, could do better and what the biggest lessons learnt have been.
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7.0 Appendices 
Appendix 1
PESTLE
	
	External
	Effect on South Wales Police
	Importance

	Political
	Government decisions on guidelines






Devolvement of the Government




	Ever changing laws and regulations for policing. New practices and enforcements with each speech from the Government. Requiring new policies and processes both operational and non-operational



Different standards from each Government, so having to understand which is for which and how to police across borders.  This also impacts on the policies and processes both operational and non-operational

	Critical








Critical

	Economic
	Economic decline 





Inflation rates and the cost of living
	Impact on the force is the increasing tensions causing further criminal activities and difficulties within the communities. This will continue to happen for as long as Covid-19 continues and the recession takes a hold.

As above, social declines impact on the demand on the force. 
	High and has the potential to increase




Medium 

	Sociological
	Health and safety 




Population increase




Increase in unemployment

	Higher standards required for officers and staff. Especially frontline who are in contact with the public. 

Population increases and demands on the public sector will also be impacted


Unemployment means an unhappier community and an increase in tensions. This will impact on all public services, due to protests, more medical attention etc

	High and increasing 


Medium although this factor does depend on the recession


Low. This may change but with the furlough scheme being continued, tensions are at bay, although the recent Black Lives Matter protests did put pressure on the NHS and police forces

	Technological 
	Automation 








Social Networking 
Advances

	Technology requirements due to home working have increased. Implementation of new systems which has the programme complete the work instead of administrators




Uses of social media has decreased 101 calls and allowed for greater input on the 999 calls. Social media has also impacted the public forces in allowing the public to have a platform to express their views and experiences. Impacting on the relationship with the public and the practices of the public services
	Low – the technology was already there just needed refining. Automation is also not impacting public services just yet

Critical
This has increased criticism and impacted on the standards of practice


	Legal
	Continuous regulation changes 


	With Government changes to regulations on an almost weekly basis, it changes the practices, policies and processes that each public sector abides by
	Critical

	Environmental 
	Personal hygiene 

	Increase in the masks and antibacterial cleaners 

	Medium
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