


Executive Summary

The following report looks at three PESTLE factors for South Wales Police, namely economic, social, and legal issues which have the potential to impact the force. 

The economic factor focuses on the effect of the cost-of-living crisis on the employees of South Wales Police, the effect on the forces budgets, and the effect on the wider communities that the force serves. Within this there are multiple considerations such as the effect on mental health and employee engagement along with what the force is currently doing to assist its workforce. 

The social impact on the force stems heavily from the public perceptions of the police following recent events in the media such as the murder of Sarah Everard, and claims of institutional racism. A deeper delve into this factor below looks further into the demographic of the force, public confidence in the police, and an analysis of how negative media exposure can affect public opinion. 

With the Carer’s Leave Bill receiving Royal Assent, the below report assesses how South Wales Police may implement the new legislation. It also looks at how working carer’s mental health is affected, the impact this may have on sickness absence levels, flexible working requests and retention. 

Recommendations are made regarding each factor depicting how the organisation and the employees would benefit. The overall effect on mental health and wellbeing is prevalent in all three factors and therefore the main area of benefit in the recommendations given. 
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Introduction

[bookmark: _Toc152504361]1.1 Why is Environment Analysis Important?
Environmental analysis is critical for organisations due to operating in a rapidly changing landscape. This is defined by the acronym VUCA meaning volatility, uncertainty, complexity, and ambiguity (Harvard Business Review, 2014). Legal, social, and economic issues are in a state of constant change as will be demonstrated in more detail below. Organisations need to stay ahead of these trends or risk becoming unsustainable in the future.

[bookmark: _Toc152504362]1.2 What are Environmental Analysis Tools?
There are a variety of different tools that can be used for environmental analysis that allow organisations to think systematically about their business environment. One tool is PESTLE which is a mnemonic for political, economic, social, technological, legal and environmental. There are variations on the PESTLE itself where factors are removed or added such as PEST, STEEPLE which includes the ethical factor, or ELDEST PIG where demographic and international factors are included (Taylor and Perkins, 2021). PESTLE exclusively assesses external factors and has the advantage of being a simple framework which can help organisations predict future opportunities or threats, and implement strategy to take appropriate action (CIPD, 2023a). Vincent Mirabelli (2022) uses the analogy that people check the weather application on their phone before going outside so they can adequately prepare for the day, a PESTLE analysis allows organisations to adequately prepare themselves for potential upcoming issues.

As suggested by Marmol and Feys (2015), using the observations gained from a PESTLE analysis will help organisations anticipate future situations and focus on solutions to maintain the future of the organisation. A PESTLE may not always be used in isolation, further environmental analysis tools can be brought in to deepen the analysis such as SWOT. SWOT looks at the strengths, weaknesses, opportunities, and threats to an organisation and assesses both the internal and external environment (CIPD, 2023b). A SWOT analysis can assist in identifying core competencies, value, and areas of potential growth as well as gaps and risks to gain clarity on priorities (Ghule and Mersiyanova, 2023). 

[bookmark: _Toc152504363]1.3 Why is PESTLE Appropriate for Analysis of South Wales Police?
This report assesses three factors, with PESTLE being the chosen tool due to its appropriateness for analysis of South Wales Police (SWP). It has been deemed most effective as it provides insight into key areas that could have severe implications on the force such as economic, social and legal issues. PESTLE looks at the key areas in more focus than SWOT analysis and has therefore been deemed more suitable for a thorough investigation. With SWP being a public organisation governed by legislation and Government it is highly perceptible to external influences. 




[bookmark: _Toc152504364]2. The Effect of Public Perceptions of the Police 

[bookmark: _Toc152504365]2.1 Influences on Public Perceptions of the Police
In recent years there has been a noticeable shift in public perceptions of the police, this can be attributed in part to high-profile events that have occurred around the world. From the death of George Floyd in the United States which instigated Black Lives Matter (BLM) protests worldwide, to the murder of Sarah Everard in London leading to the Baroness Casey Review. Within SWP, the death of Mohamud Hassan in 2022 after being released from police custody, and the 2023 Ely riots which were the result of a fatal road traffic collision. As detailed in the Independent Office for Police Conduct (IOPC) report (2023), specific incidents accounted for 34% of the reason for reduced public confidence in the police, this included the murder of Sarah Everard, racism, and negative media coverage. With the on-going workforce reviews that many forces are completing, there is a high possibility that further negative media stories will surface. 

[bookmark: _Toc152504366]2.2 Women’s Confidence in Policing
As stated in the Baroness Casey Review (Baroness Casey, 2023), the Metropolitan (Met) Polices response to the murder of Sarah Everard only served to further anger the public. While this report focuses heavily on the Met, the findings need to be understood, and recommendations adopted by all Police forces across the UK to ensure that when responding to serious incidents through the media they stay in the publics favour. Public safety should always be at the heart of policing but for this to happen the public need to feel safe with the Police. With 28% of women reported to have experienced at least some form of sexual harassment in the last 12 months compared to just 16% of men (ONS, 2022), it is understandable why non-isolated events like this cause a decline in confidence in the police from females (ITV News, 2023).  

[bookmark: _Toc152504367]2.3 BAME Communities Confidence in Policing
Recently, at the National Black Police Association Conference in October 2023, the Chief Constable of SWP made a statement that the organisation was institutionally racist. This was based on the four tests set out in the Casey Review. GOV.uk data (2021) of the population’s confidence in their local police force shows a decline across almost all ethnicities but most notably within the black communities. Confidence in local police forces was reported as 76% during 2017/18, this reduced to 64% in 2019/20. This data is supported by the Independent Office for Police Conduct (2023) report which showed that only 45% of respondents were positive about their local police force and 31% were impartial, again with black respondents having a more negative view.

[bookmark: _Toc152504368]2.4 Diversity of South Wales Police
SWP promotes itself as a diverse workforce, endeavouring to represent the communities it serves (South Wales Police, no date-a). Gov.uk (2023) data as of 31st March 2022 shows that SWP had a total resource level of 6,013, of which 3,095 were Police Officers. Of these Officers only 116 identified as Black (7), Asian (41), Mixed (52), or Other (16). This represents 3.5% of Officers who identified themselves as BAME, whereas the ethnicity demographic of civilians in the SWP force area shows a BAME representation of 6.7% (Police.uk, no date). It is clear that SWP is not successfully attracting those who identify as BAME and is failing to reflect the communities in their diversity. The People and Organisational Strategy for 2021-24 identifies this need for wider and more innovative approaches to attract a diverse workforce, but also looks a step further, wanting to assist more BAME officers through the promotion processes in order to increase representation at higher ranks.

[bookmark: _Toc152504369]2.5 The Impact Negative Media Can Have on Organisations
The impact negative media can have has been studied consistently showing employer brand has a critical role to play in attraction and retention (Hanu, Amegbe and Mensah, 2021). Berthon et al (2005) developed the Employer Attractiveness (EmpAt) scale and defined employer attractiveness as the perceived benefits an individual may receive. This theory is widely adopted within studies on the effect of employer brand against attractiveness to candidates, the outcome showing that the intention to apply to an organisation is increased with better employer branding (Junça Silva and Dias, 2022). This can also be applied to retention of existing employees as good employer branding increases loyalty to the organisation (Ghanty and Bhusan, 2021). It can be assumed that an organisation’s poor reputation may have a negative impact on recruitment and retention, as individual’s opinions on the organisation are damaged. While the job market is slowing down (ONS, 2023a), many candidates will choose who to apply to based on their values. Specifically with Generation Z (Gen Z), an article by HR News (2023) suggests they will want to work for organisations that align with their ethical and social values. As more Gen Z enter the working world SWP needs to meet their expectations. The People and Organisational Strategy 2021-24 (South Wales Police, 2021) recognises the changing expectations of new generations in the workplace so looks to modernise by developing its flexible and competitive benefits throughout the employee lifecycle.



[bookmark: _Toc152504370]3. The Cost-Of-Living Crisis and the Workforce

[bookmark: _Toc152504371]3.1 The Overall Impact on the Workforce
One of the most widespread issues affecting the workforce today is the cost-of-living crisis. A YouGov survey found only 48% of workers were able to keep up with their bills without difficulty (Cotton, 2023). This data also showed the percentage of employees who felt their employer was providing enough financial wellbeing support dropped from 36% to 31% between 2022-23. A further concerning statistic comes from a UNISON (2022) survey, reporting that 31% of lower paid public sector workers were skipping meals. SWP offers a ‘financial wellbeing hub’ which provides advice and guidance around money matters, savings, and debt management (South Wales Police, no date-b) but it is unclear how effective that is for its employees. 

[bookmark: _Toc152504372]3.2 The Effect on Mental Health
Financial worries can impact on mental health which can affect sickness absence levels. The 2023 report by the Mental Health Foundation found one in four people were experiencing financial concerns. With a workforce of 6,013 (Home Office, 2023), this would indicate 1,503 employees are currently experiencing additional money worries. A survey on which the Mental Health Foundations (2023) report was based found 10% of people had experienced feelings of hopelessness, 34% had felt anxiety, and 29% were experiencing stress due to finance concerns. This is supported by studies conducted following the 2008 recession, one of which suggests not feeling financially secure can trigger long-term physical and mental health issues (Giorgi et al., 2015). A more recent study showed that those who reported having financial concerns were more likely to develop symptoms of depression (McBride, et al., 2023). SWP needs to consider financial impacts on their employees and assess ways to address concerns to reduce the impact on mental health. The SWP Wellbeing Strategy for 2022-25 (South Wales Police, 2022a) looks to build personal resilience through the provision of various tools to help individuals manage their vulnerabilities such as financial wellbeing support, as well as staff benefits and smart working.
[bookmark: _Toc152504373]3.3 The Impact on Employee Engagement
Along with mental health concerns, there is a real possibility that employee engagement can decrease. ‘Quiet quitting’ is a well-documented trend which sees employees unengaged from work. A global workforce survey found that almost six out of ten employees were ‘quiet quitting’, and employee disengagement costs the global economy $8.8 trillion (Gallup, 2023). The same survey also found that 51% of employees were watching for or actively seeking new employment, with increased pay being their top priority. This is supported by a CIPD report (2023c) which shows public sector workers are not willing to do more work, or feel too discontented to make more effort at work than private sector. This survey shows that of public sector workers in the UK, only 44% shared that they would work harder than needed, this is down from 54% in 2019. In addition, 45% of respondents reported they did not feel they were paid appropriately. 
[bookmark: _Toc152504374]3.4 The Effect on Attraction and Retention
The PEEL report 2021/22 identifies that SWP has an issue in retaining younger in service Officers who reported to feel frustrated with balancing academic coursework, working overtime and having their rest days cancelled they were (His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services, 2022). In a Centric HR article (Newman Marketing, 2022) it was estimated that replacing an employee costs approximately six to nine months’ salary, consumed by recruitment and training expenses. This is in addition to the loss of knowledge and experience accumulated by the employees that leave. For the year 2022/23, SWP lost 178 Officers through either resignation or retirement, this figure does not include staff (Home Office, 2023). The force needs to carefully assess the reasons for employees leaving and take steps to address these to retain their existing workforce and reduce the costs associated with turnover. 
[bookmark: _Toc152504375]3.5 South Wales Police Budgets
While the force needs to consider the financial strains on its workforce, it also needs to consider its own budget constraints. As a publicly funded organisation there is little opportunity to increase revenue and the force needs to maintain a strict budget. The budget set for 2023/24 was £358.7 million, this included a 7.4% increase from council tax to a total of 46%, with 54% coming from Government grants (South Wales Police and Crime Commissioner, no date). The PCC Medium Term Financial Strategy (South Wales Police and Crime Commissioner, 2022) estimated pay awards for employees at 2.5% between 2022 and 2026 which, by its own estimations will not beat inflation until 2024/25. The report shows that SWP was expected to have a shortfall of £26.7 million within their contingency reserves for the year of 2022/23. All of this was prior to the confirmation that employees were to receive a 7% pay increase from September 2023 which is an additional unforeseen strain on their budget. SWP will now need to closely monitor their spending and where they can make cutbacks, while they may not be looking at redundancy at this time, job security may be on the minds of some of the workforce, especially during this cost-of-living crisis. SWP will need to be transparent with their employees in their cost saving plans to try and reduce worry over their future with the organisation. 



[bookmark: _Toc152504376]4. The Carer’s Leave Bill

[bookmark: _Toc152504377]4.1 Why is the Carer’s Leave Bill Important?
In May 2023, the Carer’s Leave Bill gained Royal Assent, it is currently unknown when the Act will come into legislation but it will give unpaid carer’s 1 week unpaid leave per year as a day one right (GOV.uk, 2022). Data shows that there are approximately 310,000 unpaid carer’s in Wales but this number can fluctuate with individuals needing to take on new caring responsibilities every day (ONS, 2023b). Citizens Advise (no date) describes a carer as someone who provides care and support for a person who is ill, disabled, has mental health issues, or is suffering with an addiction.
[bookmark: _Toc152504378]4.2 The Impact on Mental Health
Being a carer can understandably take its toll on mental health and wellbeing. The Mind website (2021) describes emotions and mental health issues that can be caused by caring including stress, anxiety, isolation, and frustration. A study by Huang et al (2021) found that of those with caring responsibilities, females and those aged 65 and over that were providing 50+ hours of care each week had poorer mental health. Most notably, the study found that unpaid carers who were not in paid employment reported having lower mental health than those in employment. This is an interesting statistic as it highlights the importance of retaining unpaid carers in work. This Act will hopefully serve to assist in keeping individuals in the workplace, and therefore reduce the decline in mental health associated with caring responsibilities. 
Having the option to take unpaid leave each year could also serve to reduce sickness absence related to caring responsibilities. The CIPD Supporting Working Carers Report (Austin and Heyes, 2021) reports 21% of carers who received no support at work taken sickness leave to provide care, only 13% of carers who did receive workplace support had done the same. This demonstrates the effect that workplace support can have in relation to sickness absence rates and how important providing support can be to individuals as well as organisations. 
[bookmark: _Toc152504379]4.3 South Wales Polices Current Responsibility
Individuals may, at times, need to take additional time off work to deal with unforeseen circumstances. Employers have a legal responsibility to provide reasonable time off in the event of an emergency with a dependant but there is no clarification on what is deemed reasonable (ACAS, 2023). Knowing that there is a defined period of time associated to carer’s leave will give line managers and individuals a better understanding of what they’re entitled to and ensures equality and fairness. Carer’s leave will be unpaid but employers could choose to make this paid leave. If SWP were to opt to make this time paid, they would need to ensure that this is clear within their policy. Virgin Media introduced 5 days paid carer’s leave as part of their parental leave policies (HR Magazine, 2022). The People and Organisational Strategy 2021-24 (South Wales Police, 2021) has underpinning values of being proud, positive, and professional, as part of these values the force reinforces that they are reliable and compassionate to the communities, this needs to also form part of the leadership styles, especially where employees have caring responsibilities for people in those same communities. 
[bookmark: _Toc152504380]4.4 Impact on Resourcing
There are many things that SWP may need to consider when this Act comes in, one of which being the impact on resource levels. With an estimated one in seven employees providing unpaid care (Carers UK, no date), if each took 5 days leave this could equate to 4,295 additional days leave per year for SWP. While these periods of leave may not always be pre-planned, it is important for SWP to plan ahead as much as possible to ensure they have sufficient resource levels to cover abstractions and to avoid placing additional strain on others through cancelling rest days and overtime. With that being said, there is potential for unpaid carers in employment with SWP to increase their working hours in light of this legislative change. In a study by Carers UK (2021) 4% of working carers reported they may need to reduce their hours, and 6% may need to give up working if they were unable to take carers leave. This would be a huge benefit to resourcing levels for the force which cannot be overlooked in a time of budget restraints and where recruitment may begin to slow down in an effort to save money.
[bookmark: _Toc152504381]5. Conclusion
There are many factors that can impact and influence an organisation, conducting an analysis such as PESTLE on a regular basis is vital for organisations to maintain a sustainable operation. While there are a multitude of frameworks which can be chosen the PESTLE analysis is a simple approach that ensures all relevant factors are considered (Taylor and Perkins, 2021). This analysis provides the foundations for SWP to think and plan strategically about external issues. 
The current economic crisis is having a detrimental impact on the working population as shown in the CIPD Hard Times report (Cotton, 2023). A report by the Mental Health Foundation (2023) showed that one in four people were experiencing financial concerns and 34% of people reported experiencing anxiety due to finances. This is an issue that has clear mental health implications, one which could lead to employee disengagement at work. With 45% of public sector workers reporting that they did not feel appropriately compensated for the work they do (CIPD, 2023) the force also needs to consider the potential impact on employee retention and engagement. 
Public confidence in policing is declining within the black communities as evidenced in both Home Office data (2021) and IOPC data (2023). This could be perpetuated by the fact the diversity of SWP does not match the demographics in the force areas (Police.uk, no date), therefore people are not seeing the representation in the force. In addition to BAME perceptions, women’s confidence in the police is an important consideration following incidents such as the murder of Sarah Everard. ONS data (2022b) reports that 26% of women experienced some sort of sexual harassment in the previous 12 months and ITV news (2023) reported that women have reduced confidence in the police.
The Carer’s leave bill will allow working carers more flexibility to manage their responsibilities outside the workplace. There is ample evidence to show the negative mental health effects that caring has along with financial concerns where they may feel the need to reduce their hours or leave employment entirely (Carer’s UK, 2021). The Mind website (2021) describes the stress, anxiety and frustration that caring can cause, it is clear to see that this is a problem employers need to be aware of and act on.  
One of the most prevailing themes across these three factors is the effect they have on mental health and wellbeing for the workforce. With budget constraints within the current economic climate which may impact on the ability to advertise vacancies, it is imperative that SWP tackles these mental health issues to reduce potential sickness absence levels and retain employees to, at the very least, maintain their current resource levels. 



[bookmark: _Toc152504382]6. Recommendations
SWP offer a lot by way of financial wellbeing, one further option they could consider is offering a free meal to employees in the workplace. With 31% of public sector workers reporting to be skipping meals (UNISON, 2022), this is a valid tool that SWP can offer to alleviate some financial pressures while also helping maintain the physical health of the workforce. The approach has been adopted by organisations such as John Lewis and Sainsburys (CIPD, no date). The same article by CIPD (no date) looks at West London NHS Trust’s trial of free breakfast, the feedback received was that it increased employee morale and made employees feel supported and valued. The cost of this would be approximately £30,000 per week. An alternative could be offering a free or discounted meal through a vendor using the force’s Diolch discount card scheme, with is likely to be approximately £10,000 per week. 
The SWP special leave policy offers paid dependants leave for a reasonable amount of time (South Wales Police, 2022b), as the amount of time is not defined it is reasonable to consider that SWP can offer 5 days Carer’s leave as paid time. Based on the median salary and the calculation that it would equate to an additional 4,295 days per annum, the force could be paying in the region of £353,000. Aviva have offered paid leave of 10 days for carers since 2017 and found that on average their employees only use 10 hours each year (Employee Benefits, 2019). Considering the potential reduction is sickness absence, increase in resources, plus the level of attraction offering paid carer’s leave could have, the real cost would be lower than this estimate. Levels of productivity could also increase with reduction of stress which can influence capacity for learning, concentration and attention (Pekrun et al, 2007, cited in Skačkauskienė and Pališkienė, 2020). 
SWP have a Positive Action team working towards increasing recruitment levels of minority candidates. To assist further in this, the force should consider cultivating feedback from their communities and those who leave the force to fully understand their opinions. Currently, exit interview data is compiled in an excel spreadsheet, the force should consider the use of software which provides real time data and insights such as Qualtrics (Qualtrics, no date). Pricing for the software depends on maximum number of responses and level of features, ranging between £6,660 - £14,985 (Smart Survey, no date), with the cost of on-boarding and training new employees as mentioned above this could lead to overall savings for the force. This software can also be used to collate feedback from the community around their perceptions of SWP. If every PCSO were to spend an hour a week collating feedback for six months it would cost in the region of £18,000 of their time, the data could be invaluable for retention, attraction, and ensuring the community feel heard. 
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