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Executive Summary

The following report details the importance of organisations and their response to external factors which affect them and how these may influence their strategic direction, this is specifically focusing on South Wales Police and its workforce.
The research highlights that not responding to these factors in an efficient and timely manner could have a detrimental impact on South Wales Police and the communities it serves.
Recommendations are made for an improvement of working relationships with staff associations and line management. Further work to build trust and a representative workforce reflective of the communities and to create digital leads to assist with the ongoing demand following the advancement of technology and nature of crimes committed. 
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1. [bookmark: _Hlk152529141]Introduction

1.1 Overview of South Wales Police
South Wales Police (SWP) is a public sector organisation, it is the largest police force in Wales. The force has roughly 6,500 employees, this is made up of police officers and police staff. SWP aim is to keep South Wales safe, by providing an effective service to the communities it serves. SWP also highlights ‘perception and experience influence public confidence, which in turn impacts on reporting to and engagement with South Wales Police’ (SWP, no date a).
1.2 Analytical tools – External factors 
The aim of this report is to discuss and analyse external environmental factors which are currently affecting the organisation. Analytical tools which organisations can use to form strategic direction in relation to its customers and employees will be examined further. The report will outline the factors which are currently high priorities for SWP and recommendations based on this research. 
1.3 PESTLE
The factors discussed will be highlighted using the PESTLE tool. 
PESTLE is an acronym formed by the initials of six categories of environmental factors (Political, Economic, Socio-cultural, Technological, Legal and Environmental). It allows organisations to identify these factors and take into consideration how it will affect them (del Marmol, 2015). The PESTLE tool means organisations can consider a wide range of external factors and due to this broad spectrum, it can support various people management strategies such as workforce planning, which is appropriate for SWP due to the number of external elements that will affect the organisation as part of the public sector. This range of factors can be seen as a dis-advantage due to the amount of data which would be captured as part of the analysis (Battista, 2023). 
There are various strategic management planning tools available to organisations. Oletubo et al., (2023) highlighted that strategic management is required to support an organisations sustainability and can be applied using strategic management tools and techniques. 
1.4 PESTLE cont. and SWOT
There are various tools in which organisations can utilise. Whilst the PESTLE looks externally only, the SWOT tool can look at internal factors within an organisation. This tool will aim to identify the Strengths, Weaknesses, Opportunities and Threats involved in an organisation (Haan, 2023). PESTLE and SWOT are often used in conjunction with each other as they can allow organisations to review internally and externally factors concurrently (CIPD 2023). This was evidenced by Plinio et al., (2023) which highlighted the use of both factors when assessing AI technology called ‘ChatGPT’. The article identified, these tools helped inform decision-making, anticipate challenges, develop policies, increase benefits and reduce possible risks associated with the technology in the public health sector.
Whilst these tools have their own advantages and dis-advantages their scoping capability can be further enhanced if utilised correctly and together to support organisational direction.
2. High priority factors for South Wales Police
Legal Factor 
2.1 Staff associations
[bookmark: _Hlk152519461]One of SWP biggest assets as an organisation is its people this is reinforced within the chief constable delivery plan as a key priority (SWP, 2021a). The SWP people strategy reinforces this with the aim of creating an empowered, engaged, and accountable workforce (SWP, 2021b). One way for the employees to have their views and feelings represented, would be to join an association, there are two main associations individuals can join trade unions and the police federation. 
Trade union statistics published by Department for Business and Trade showed a decrease in union members from 23.1% in 2021 to 22.3% in 2022 (Department for Business and Trade, 2023). 
However, Suff (2023) detailed that union membership has been considerably higher in the public sector in comparison to the private sector, and the disputes over pay in 2022/2023 have shown their influence in the sector.
This is further evidenced within SWP which shows employees who are part of a staff association, stands at 83% which is significantly higher than the 22.3% noted (SWP, 2023a).
CIPD (2023) outlined the influence trade unions have on organisations, they play a key role in protecting the interests of their members by negotiating with key stakeholders over a range of terms and conditions such as pay. 
Trade unions and the police federation give employees an opportunity to influence the strategic direction of SWP. For example, both are heavily involved in the implementation of any pay awards. Most recently both officers and staff were awarded 7%, following the police remuneration review (Police Professional, 2023). With the ongoing cost of living crisis, it is key that employees feel valued.
2.2 Demand on officers
During the past 3 years there has been an increased demand on Police Officers. Brown and Fleming (2022) examined the impact of working during the covid-19 pandemic. It highlighted factors such as increased workloads, difficulties with public, safety and wellbeing. 
In addition, it was also reported via The Police Federation of England and Wales (PFEW) Demand Capacity & Welfare Survey 2020 that officers were detailing the pressures they were under (Elliot-Davies, 2021). 
The above reflect the pressure officers have faced. SWP will need to ensure support and resilience is in place as this could impact service delivery if officers were to go sick. There has been a commitment by the force to provide support via the Occupational Health team and an external support provider called Vivup which is a free, independent employee support service. 
2.3 Impact of strikes on National Health Services (NHS)
SWP HRM need to be mindful of building and maintaining good working relationships with the associations. In comparison the NHS has seen a significant impact on its service delivery, following disputes over pay.
Department of Health & Social Care have reported that nearly 900,000 appointments were rescheduled due to strikes since December 2022 (Department of Health & Social Care, 2023).
A journal review by Essex et al., (2022) reviewed the impact of strike action within health care and further identified significant impacts on access to care and that strike action was disruptive.
The above shows the possible impact to the service delivery if trade unions feel they are not valued or supported. A key message within the SWP chief constables’ delivery plan outlines providing communities with a quality policing service (SWP, 2021a), which would be difficult if officers were to take industrial action, but SWP could learn from the impact of industrial action and how these have significantly impacted the healthcare sector. 
2.4 Officers and staff inability to strike
Police officers cannot strike like healthcare workers due to an act of parliament created (PFEW, no date), however if SWP officers are ever allowed to strike, SWP would need to consider the impact of public safety and ensure adequate resources are in place. There is a ballot being proposed by PFEW to its members see if strike action is an option (The Telegraph, 2023).
There has been a request from The Scottish Police Federation (SPF) asking their officers to restrict the level of service they provide and not work beyond their normal shifts (SPF, 2023).
[bookmark: _Hlk150279695]If officers within SWP looked at this approach and just worked their set shifts only, this could have a detriment impact on the organisation’s ability to deliver on a key organisation goal which is preventing crime and anti-social behaviour by being visible within communities. SWP figures from January 2023 to October 2023 showed that the amount of overtime requests stood at 215,991 if officers refused to work overtime, this could see 1.2 million hours lost which could have been in place to support the public (SWP, 2023b).
Evidence showing the significant impact that police officers strikes could have on public service is reflected within Belgium, where officers here can strike with caveats in relation to notification and the number of individuals who can strike at any one time (European Public Service Union, 2021). These strikes have affected travellers and disrupted flights (Politico, 2021).
The above shows the implications of employees not feeling valued, the detrimental impact on service delivery and direction of an organisation if unions feel additional measures by its members are required.   

Sociological Factor
2.5 Public trust following major social events
For a number of years, major events have affected the trust and confidence the public have for the police. Particularly those from diverse cultures and communities. For example, the murder of George Floyd in 2021, sparked a huge discussion around racism and policing (Independent, 2021). 
Following a systematic review by Nagel & Nivette, (2022) it found that public trust in the police does change following high-profile events and that violent altercations had a negative impact on trust. 
Further evidence which supports this was conducted by the Policy Institute at King’s College London (2022) which found that confidence in policing has decreased by 20% since 1981. 
2.6 Representative workforce
These events and research are a reminder that SWP need a representative workforce to build trust, confidence and relationships within the communities it serves. Data in relation to self-declared ethnicity within SWP showed that in 2021 Black and minority ethnic (BME) stood at 2.6% and the percentage within the force area stood at 6.6%. In comparison SWP sat at 26 out of the 44 police forces within England and Wales (Police.Uk, no date).
[bookmark: _Hlk152415812]Data on Black and Asian Minority Ethnic (BAME) representation within SWP is now at 3.44% for police officers (SWP, 2023c). This has shown an increase which suggests SWP is making progress with becoming a representative workforce, but this is still below the 6.6%.
Strategic HRM play a key role in helping shape the future of the organisation’s workforce. Within SWP there has been an investment to address this under representation which has seen the creation of a ‘Positive action’ team, this team encourage individuals from under-represented groups and communities to engage with the recruitment and progression opportunities. With the overall aim to better understand communities (SWP, 2022).
2.7 Building trust and confidence
Building trust and confidence within the communities of Wales has also been further advanced across the public sector via Welsh governments’ creation of the ‘Criminal Justice Anti-Racism Action Plan’. With a key element being understanding and increasing diversity and representation (UK Government, 2022).
SWP recognises the importance of having a representative workforce and its role of building trust and confidence within the community. This reflected within the chief constable’s delivery plan as a key objective within the people priority. ‘We will develop a diverse and inclusive organisation that reflects and supports our communities’. (SWP, 2021a). This is also detailed as a priority within SWP & Crime Plan 2022-26 with an aim to ‘reduce and prevent crime and anti-social behaviour to keep people safe and confident in their homes and communities’ (SWP & Police and Crime Commissioner, no date).
If the communities of South Wales do not feel represented or supported, then this could have a detrimental impact on the force’s performance in relation to the reporting of crime and the protection of the public.
2.8 Recent riots in South Wales
Within the last two years there has been two instances in which riots have occurred in two of the more deprived areas of South Wales, Swansea Mayhill and Cardiff Ely. For Swansea Mayhill BBC News reported that the riot came when crime within this area was at its highest point since 2018 (BBC, 2021). More recently in May 2023 a riot started within Ely, which is a suburb of Cardiff. It is noted by ITV as ‘one of Wales’s most impoverished areas.’ (ITV, 2023). Following these events Plaid Cymru noted the deprivation in these communities and the lack of community cohesion (Nation Cymru, 2023). This was further examined by BBC news. Detailing the possible lack of opportunities for young people within the Ely area, deprivation and distrust within this area which could have contributed towards the violence (BBC, 2023). 
The above show the importance of the force supporting all communities of South Wales and the impact of this on the force reputation. 
2.9 Becoming an employer of choice
To further build a representative workforce SWP would need to look at improving the employer brand and become an employer of choice. Peters (2023a) reported that strong employer branding can mean organisations can attract, recruit and retain the right people. It further details the benefit to personalise the employment relationship to that of a diverse workforce. 
Further research conducted by Jonsen et al., (2021) reviewed how organisations need to show the benefits of having a diverse and inclusive workforce. The research also out outlined that organisations use diversity and inclusion branding to attract talent and appear as an employer of choice.
SWP has implemented a Joint Equality Plan 2019- 2023 (SWP, no date b) and Joint Race Equality Plan, 2021-2025 (SWP, no date c) with key metrics of work to increase the diversity of the South Wales Police workforce, with a particular focus on race and gender, to better reflect the communities. 
[bookmark: _Hlk152417623]Data from SWP has shown a year-on-year increase from BAME applicants for police staff roles. From 2021 to 2023 it has increased from 4.8% to 8.75%. For police officer roles BAME applications have remained at a consistent level with a dip in January 2023 but then a sharp increase in March- June 2023, the percentage range was between 6-9%. (SWP, 2023d). SWP still needs to continue building a reflective workforce of the communities it serves.

Technological Factor
2.10 Growth of AI
During the last 10 years there has been a significant and rapid growth in the use of technology and Artificial Intelligence (AI). According to the latest CIPD Labour Market Output Report (2023) employers see generative AI as an opportunity, with increased productivity viewed as the biggest benefit that this technology could bring. According to McKinsey (2023) report regarding the potential of generative AI it supported these discussions around improved productivity and it predicted a potential increase in economic value to organisations that the technology brings however, it did also raise the possible risks such as cost to implement and this technology being fair or bias. 
Ezzeddine, Bayerl and Gibson (2023) journal review explored police forces use of AI technology and the public’s perception of this technology implemented by police forces. The review highlighted concerns from the public around privacy as well as improving security. 
The above highlights how AI and technological advances are shaping the way organisations deliver their service, SWP will they need to ensure it embraces this technology and as a public sector organisation it will need to be clear in how it uses this to deliver the service. SWP HRM will need to assist to ensure the workforce has the correct infrastructure in place to support, such as training and upskilling of staff. SWP has invested in its Digital and ICT teams increasing the number of staff in these areas. The headcount within this team has increased from 186 to 215 from March 2020 – October 2023 (SWP, 2023e).
Within SWP chief constable delivery plan 2021-2025 it is recognised that technology is a key priority area and it highlights ‘We will maximise the use of technology to effectively engage with our communities, improve our reach and deliver bespoke solutions’ (SWP, 2021a).
2.11 AI in South Wales Police – Facial recognition cameras
One area SWP has implemented AI is the use of facial recognition software at key events to identify criminals and prevent crime. It has published data online outlining how the cameras and technology use the data to provide transparency to the public, it further details the algorithms used to ensure the technology is used fairly (SWP, no date d).
The use of this technology was paused following a challenge by civil rights group Liberty and Mr Ed Bridges. The claim related to Mr Bridges feeling his human rights were breached. Court of appeal confirmed the use of the technology was unlawful (BBC, 2020). Following the legal challenge SWP created codes of practise. It detailed ‘the results of independent evaluation shows that there is no risk of the technology causing a breach of equality requirements through bias or discrimination’ It also highlighted that 61 individuals were arrested for various outstanding offences (SWP, 2023f).
SWP could use this implementation as a learnt experience to ensure when using technology in the future it is means tested with clear policies and procedures in place. HRM would a key factor in the implementation of these policies and procedures. This would benefit the organisations and the public by providing transparency. 
As technology has advanced so has the way in which criminals commit their offences.
2.12 Growth in Cybercrime
Data released by the Office for National Statistics (ONS), reported that fraud and computer misuse crimes had significantly increased in comparison to other types of crimes over the last 2 years (ONS, 2022).
Curtis and Oxburgh, (2023) journal explored the complexities of cybercrime, police forces knowledge and responses to such crimes. It highlighted that cybercrime is increasing and concluded cybercrime maybe under-reported compared to traditional crimes, in addition it outlined that training to increase knowledge and public engagement could mean victims of crime and the police have a better service.  
Further to this, an inspection by Her Majesty’s Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) (2022), reviewed police forces responses to digital crime and specifically within digital forensics which involved examining digital devices, the inspection highlighted recommendations for forces to improve their responses and effectiveness. The inspection outlined that police forces were overwhelmed with the number of digital devices that needed to be reviewed. Key recommendations included appointment of digital leads within forces, further dedicated training programs and review budgets for this specific area of business. 
From the evidence above, SWP will need to continue to invest into its technology and the response to criminals who use such technology. HRM will be vital in this response, it will need to support various aspects such as recruitment of specialist roles and development/ retention of staff. The risks to the organisation if this is not followed could include reputation damage and failing to meet its strategic objectives of keeping members of the public safe and supporting victims of crime. 

3. Conclusion 
Organisations and their strategic operating teams, need to be aware of factors which affect them both internally and externally. Within this report three significant external environmental factors have been reviewed in detail using the PESTLE tool. 
Evidence relating to the NHS strikes has shown the detrimental impact on organisational performance if factors are not addressed or responded to in a timely manner. Whilst SWP officers and staff currently don’t have the option to strike, the organisation needs to be mindful that its key to maintain good working relationship with its staff associations as there are other options available to the members for example restricting level of service provided.
SWP has been affected by recent events which will have an impact on the communities it serves. Work has been ongoing to build a representative workforce and reiterated in SWP & Crime Plan 2022-26.
The rapid growth in technology has been embraced by SWP with its use of AI for facial recognition cameras and response to the way in which criminals commit their crimes. 
Strategic management have various analytical tools available to assist them such as SWOT and more specifically PESTLE. These allow organisations to gain an insight into factors, risks and opportunities which could affect them. SWP could benefit from these tools which can assist developing strategic policies and procedures to help the force achieve its aim of providing an effective service to the communities of South Wales 
Strategic HRM (SHRM) assists organisations to achieve its aim and must be mindful of the way workplace is changing (Peters, 2023b). 
As discussed, the PESTLE factors are constantly changing so it will be key for SWP HRM to be aware and ensure that any analytical tools utilised are regularly reviewed.


4. Recommendations 
Following the above PESTLE analysis and conclusion. The below recommendations have been made in order of importance to the force.  
1. SWP supports association members such as paid time to carry out their roles, meetings with SMT and involvement at the early stages of change projects. 
Further improvement of working relationships and raising awareness between line managers and associations can further establish these links. Implementing an input from the associations on the current ‘first line leaders’ training course in SWP could be beneficial, it could provide detail around their role, how they support their members and the force. This could reinforce the collective approach to working. Costs would include paid time to attend the course. Combined officer and staff attendance from the associations for a one-hour input would be £40 based on their wage (SWP, 2023g). Possible risks could be overload of information for line managers during this course. The value of the input could be measured through feedback surveys following the course and positive working relationships reflected through increased engagements with associations. This could support the strategic direction and HR strategy aim of creating an empowered, engaged, and accountable workforce by building these relationships at the earliest opportunity (SWP, 2021b).
NatWest Group has shown the benefits of having a strong working relationship with its unions via regular focus groups, forums, and meetings with its senior management team (SMT) (CIPD, 2022). 

2. Build trust and representation within the communities SWP serves. Targeted events from the ‘Positive Action’ team within areas of the force where the force is under-represented, this could be carried out by having open mornings/ afternoons at stations within these areas. This could help build relationships and show the value as SWP as an organisation. There would be costs involved such as possible venue hire, police officer and staff attendance. For example, Ely police station as a venue has no hire cost. However, to have representation from police officers, Police Community Support Officers (PCSO) and police staff would require time to attend. Ten members (3 police constables, 3 PCSOs and 4 Police staff) of the team would cost £780 for 4 hours (SWP, 2023g). Flyers to support the event x100 would cost £50. The benefits through this recommendation could be measured via referrals, contact made with the positive action team and possible increase in application numbers from BAME candidates. 

3. Create dedicated digital leads within the Digital and ICT teams following the rapid growth of technology and HMICFRS review. These leads would specifically look at the implementation of any new technology, the impact on policies/ procedures and the upskilling of staff who use this software. The team would consist of five personnel, made up of two police constables, two police staff equivalent and one police sergeant. Yearly salary costs would be £187,737 (SWP, 2023g). This could benefit the force by being able to respond to the change in demand in an efficient, effective and timely manner. This would reinforce the commitment within the chief constables delivery plan to maximising the forces response to the use of technology (SWP, 2021a).
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