



(Deloitte’s, 2019)
“In 2019, an intensifying combination of economic, social and political issues is forcing HR and business leaders to learn to lead the social enterprise – and reinvent their organisations around a human focus”

[bookmark: _Toc25004562]Executive Summary

The following report outlines the importance of analysing the external environment in which an organisation operates, within the context of a commercial law firm.
The paper considers how corporate and HR strategy are affected by external factors and critically analyses the tools available to an organisation to assess these factors.
A PESTLE analysis reveals both opportunities and threats presented by sociological, technological and political changes within JCP.  In particular, the effects of an ageing population, the development of AI technology and BREXIT are considered.
Recommendations are made to strategise for these factors by harnessing the changes as an opportunity; and protecting against threats to the organisation.
Recommendations are informed by research and an action plan with full costings is attached.
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1.0. Introduction

JCP Solicitors is a commercial law firm with 220 employees spread across 8 locations; providing legal services to a range of private and corporate clients.
JCP’s strategy over the next 3 years centres around organic growth; and the business model is exceptional client service at a fair price.  The HR strategy centres around increased productivity of existing staff and decreased staff turnover.
We live in a volatile, uncertain, complex and ambiguous world (Chadha, 2017); the business environment is changing rapidly and increasingly uncertain due to factors such as technology, deregulation and the threat of new entrants (Oliver & Parrett, 2018).  
Whilst change is challenging, it presents an opportunity for leaders who know how to adapt (Davis, 2017).  But uncertainty puts pressure on those responsible for strategic development and places scrutiny on the planning tools used to analyse the environment (Oliver & Parrett, 2018). 
The traditional tool for strategic assessment is SWOT, which looks at Strengths, weaknesses, opportunities and threats.  The PESTLE tool looks more closely at trends shaping the world in which we operate (Currence, 2018), by analysing six external influences.



 
Figure 1: Factors considered in a PESTLE analysis (CIPD, 2018a)

PESTLE is one of the most effective tools to understand the external environment in which an organisation operates, however there are disadvantages to the tool (CIPD, 2018a)
Table 1: Advantages and Disadvantages of PESTLE (Adapted from CIPD 2018a)
	Advantages
	Disadvantages

	It’s a simple framework
	It is easy to oversimplify the amount of data used

	Encourages development of external and strategic thinking
	The risk of having too much data may lead to ‘paralysis by analysis’

	Enables an organisation to anticipate future threats and minimise their impact
	Needs to be undertaken regularly to be effective

	Enables an organisation to recognise and exploit opportunities
	Pace of change means it is difficulty to anticipate future developments and assumptions can be used



SWOT analysis encourages strategic thinking and is flexible but looks more closely at internal data which can be politically difficult to obtain and lacks detailed structure (CIPD, 2018b).
Furthermore, external influences can change quickly; a political party can be forced out, technology rendered obsolete or a new law pass overnight with little warning (Frue, 2018).
Bonsu (2019) argues that PESTLE and SWOT fail to recognise society and cultural changes or consumer behaviour and focus on investors and customers and not the broader spectrum of community.  However, Bonsu fails to recognise that these trends can be considered in the sociological element of PESTLE.
Furthermore, to consider consumer behaviour, SWOT and PESTLE can be complimented with the use of Porters 5 forces analyses the power of buyers and suppliers to make a company less vulnerable (Porter, 1979).
Operational research can further compliment PESTLE and SWOT which are said to provide superficial contributions, with their list like qualities ignoring the implicit systemicity of their contents (Ackerman, 2011).  
Whilst literature reveals that PESTLE alone is not enough to create strategy, it is a useful starting point for JCP.  This report is limited by word count and so will consider three of the six elements of PESTLE; sociological, technology and political.
2.0. [bookmark: _Toc25004564]PESTLE Analysis at JCP

2.1. [bookmark: _Toc25004565]Sociological: Time to harness the potential of the ageing workforce

Futurologist, Rohit Talwar, made headlines in 2015 predicting that many of today’s 10-11-year olds will live to be 120 and still be working at age 100 (Roper, 2016).  The ONS (2019) say that by 2050, one in four people in the UK will be aged 65 or over.  
Throughout the past 50 years, trade unions and government have colluded for early retirement routes to ease unemployment and maintain peaceful relations.  This is no longer feasible due to ageing population’s strain on social security schemes (Flynn, et al., 2013).
The ageing population is largely due to increased life expectancy as a result of improving health (Dordoni & Argentero, 2015).  
This brings opportunity for JCP, with an expected shift in the demand for legal services managing the wealth and lives of the elderly, however it is predicted that this older generation will challenge existing workplace practices and HR management will need to adapt (Bindham, 2016).
Whilst this older generation may need to work longer for financial reasons, there are other intentions to work longer such as career interest, a desire to continue to positively contribute or to remain cognitively healthy; drivers that can benefit JCP (White et al., 2018).  
Retaining older workers can give JCP a competitive edge, providing a valuable source of experience (White et al., 2018), better customer service as they understand your clients; and age-diverse team benefits such as knowledge sharing and contributing different perspectives (ACAS, 2017).
HR practice needs to change (Bindham, 2016) and consider adapting the following processes:
Figure 2: Policies to consider for an older generation (adapted from CIPD  2018c)

Figure 3: Policies to be reviewed at JCP for an ageing population (adapted from White et al. 2018)

With the average cost of replacing a fee earner at £40,000 (Oxford Economics, 2014), it makes sense to invest in retaining and upskilling the older generation (ACAS, 2017).  
JCP also need to tackle stereotypes to manage an older workforce successfully so they do not become a barrier to HR management (Dordoni & Argentero, 2015).  Stereotypes have a detrimental impact on the motivation and performance of older workers and can lead to legal implications under the Equality Act 2010 (Johnson, 2013).   This can be tackled by training staff in understanding and managing a multi-generational workforce and creating an inclusive culture that harnesses the benefits of the ageing population.

2.2. [bookmark: _Toc25004566] Technological: Science Fiction is becoming Science Fact

Legal experts have long been writing about the profession’s stubborn adherence to traditional ways, but it’s a fact that instead of wading through piles of papers, lawyers now deal with terabytes of data and thousands of documents (Sobowale, 2016); they need to harness emerging AI technology (Simons, 2016).  

AI is not about walking, talking robots replacing legal professionals, it is about computers that know how to learn, reason, make decisions and communicate (Miller, 2017), potentially becoming more intelligent than humans (Willis Towers Watson, 2018).  Many believe that this a long way off, if even possible (Dredge, 2015) and that fear is due to seeing more progress in technology in the last 5 to 8 years than we saw in the previous 50 (Manyika, 2017).

However, it is simply not possible to remove human interaction at present.  Under Article 22(1) of the GDPR, subjects have the right not have a decision made, based solely on automated processing, which produces legal effects on them.  

However, lawyers can ‘team-up’ with robots to deliver better and faster legal services (Miller, 2017).

At present, one of the most advanced AI systems in IBM’s Watson2, currently used in biotechnology.  It is advanced in information retrieval, automated reasoning and machine learning technologies (Willis Towers Watson, 2018); all qualities that could be replicated for the legal profession.

But AI is not a ‘whatif’, it is already changing the way lawyers do business and interact with clients (Sobowle, 2016).  There are commercially available legal AI systems; Luminance for document analysis, ThoughtRiver for contract intelligence; and even a ‘DivorceBot’ in development (Smith, 2017).   Furthermore, HR itself is using AI to rewire its people operations, bringing stronger connections between performance, L&D and rewards (Deloitte’s, 2019).

Whilst there will be opportunity for JCP in harnessing technology, major implications will be the loss of lower grade jobs and the risk of self-employment and the gig economy.  Those in jobs will need training in technology as the nature of legal jobs changes. As entry level jobs decline, recruitment will fall and succession planning will become ever more important (WillisTowersWatson, 2018).  
Technology is creating the world we live in and the future rests on merging existing jobs with technology skills (Schneier, 2019); JCP’s future rest on bringing technologists and lawyers together.  HR strategy at JCP needs to consider training and recruitment of employees with expertise in both law and technology.

For JCP Solicitors, this talent is on their door step as Swansea University has introduced modules in ‘coding for lawyers’ and ‘LegalTech’ (Justice Administration Department, 2019).  Whilst JCP already has strong links with the university, it would be prudent to develop links within these specific modules to share knowledge and develop opportunity for the future.

2.3. [bookmark: _Toc25004567]Political: Brexit, a local issue

Whilst most ‘shocks’ throughout history, such as 9/11 or the assassination of JFK, generate uncertainty which subsides; BREXIT has been different as it is a growing source of uncertainty (Bloom et al., 2019).  It is a theme of the turbulent modern world of work and leaders need to be agile, react quickly and think strategically to pivot in such adverse situations (Linacre, 2017).
 “If you import or export goods or services to the EU, you need to get your business ready for BREXIT” (Department for International Trade, 2019).  HR’s role is to consider any employed EU nationals and the effects that may have (Haycock, 2019).  The effect on legal services is limited to law firms who practise in Europe (The APPG on Legal and Constitutional Affairs, 2018).
JCP work within the UK and employ no EU nationals, but a recent announcement has brought BREXIT to JCP’s door.
Alan Cairns (MP) announced that following BREXIT, a new ‘Independent Monitoring authority’ will be set up to police the rights of 3 million+ EU citizens living in the UK (BBC, 2019; Youle, 2019).  The agency will recruit 200 lawyers and legal experts, be based in Swansea and guaranteed for 30 years.
This political decision is a significant threat to JCP, and corporate and HR strategy will need to be changed in light of this.   However, we are working with what Donald Rumsfield terms an ‘unknown unknown’ which can wreak havoc on business risk plans (Sheth-Voss, 2014).
The potential of 200 civil service jobs with flexibility, good rates of pay and good benefits, creates a risk that JCP could see a sudden spike in staff turnover; which could be catastrophic to the firm.  
BREXIT should act as the stimulus for us to focus our attention on building a stronger, more productive workforce by staying alert to threats and being agile in response (Faragher, 2017).  HR strategy should focus on continuing to implement projects that improve engagement, which in turn improves retention (Johnson and Pike, 2018; CIPD, 2018d). 
JCP could also consider offering secondments, to prevent loss of talent and protect succession planning.
BREXIT is further creating economic uncertainty and one way to predict the future effect on JCP, is to look at the past. The 2008 recession affected JCP with a downturn in the property market and the next predicted recession will be the reckoning for firms (Cohen, 2019).  JCP needs to look at the sudden effect the 2008 recession had on the company, including redundancy and increased competition, and harness this knowledge to inform corporate strategy for the coming years.
3.0. [bookmark: _Toc25004568]Conclusion

Whilst PESTLE needs complementing with other analysis tools to inform strategy (Bonsu, 2019; Frue, 2018; CIPD, 2018b; Ackerman, 2011), it is one of the most effective tools to understand JCP’s external environment (CIPD, 2018a).
JCP operates in an ageing population (ONS, 2019; Roper, 2016) and HR needs to adapt (Bindham, 2016).  JCP can gain a competitive advantage by retaining older employees (ACAS 2017) by allowing flexibility, providing ergo-friendly work environment and continuing to focus on wellbeing (White et al., 2018).  JCP also need to tackle discrimination through training and creating an inclusive culture (Johnson, 2013).
JCP should harness emerging technology (Simons, 2016); the future will see lawyers teaming-up with robots to deliver better legal services (Miller, 2017).  HR will need to consider training and recruitment for expertise in law and technology.  With Swansea University offering modules in this field (Justice Administration Department, 2019), JCP has direct access to this talent source.  
BREXIT looms and JCP could be affected by the recently announced ‘Independent Monitoring Authority’ (BBC, 2019).  HR strategy should focus on retaining staff by improving employee engagement (Johnson and Pike 2018; CIPD, 2018d).  BREXIT may lead to a downturn in the property market (Cohen, 2019) and HR should take action to prevent loss of jobs.



4.0. [bookmark: _Toc25004569]Recommendation

Following the above conclusions, a recommendation is made to inform future corporate and HR Strategy at JCP, taking in to account external factors that may affect the organisation.  An action plan for implementation and costings are included at Appendix 1.
The expected total cost of implementation is £40,000, equal to the estimated replacement cost of one fee-earner (Oxford Economics, 2014).  The cost of doing nothing is far higher.  Not reacting to BREXIT threats could be catastrophic, not embracing the ageing population could lose competitive advantage and open the risk to unlimited compensation in discrimination claims.  Investing in strategy to harness technology at it shapes the world we live in is crucial for any organisation.
[bookmark: _Toc25004570]4.1. BREXIT – Protection Strategy

BREXIT is imminent; therefore a recommendation that protects against the recognised threats is priority.
It is recommended that JCP continue with existing employee engagement strategies to protect against the threat of job loss.  This is not included in detail in this recommendation as JCP are currently investing in a recent engagement recommendation.
[image: ]Figure 4: Recommendation for protection against BREXIT effects

[bookmark: _Toc25004571]
4.2. Review Existing policies for an Ageing Population

In order to retrain and attract an ageing population existing policy should be reviewed and amended to reflect the needs of the older generation.  In particular:Figure 5: Recommendation for policy review at JCP for older workers

Table 2: Physical Wellbeing Recommendation 
	Initiative
	Description

	Physical wellbeing awareness 
	Mental Health Champions to be tasked with also developing physical wellbeing awareness through quarterly campaigns

	Lunchtime Yoga 
	Lunchtime Yoga to be offered once a week in Head office and once per month in regional offices

	Internal Cardio gym 
	Treadmills and exercise bikes to be provided at each office for lunchtime use

	Blood Pressure monitoring
	Free & Confidential blood pressure monitoring to be offered once per year at each region

	Holistic Therapies
	Massage, acupuncture, reflexology and other holistic therapies to be encouraged through JCP’s existing HealthShield cashplan.  Reminders of services offered to be sent quarterly as part of physical wellbeing awareness campaign




4.3. [bookmark: _Toc25004572]Preparing for Future technologies

Whilst future strategy will be complex in this area, JCP should concentrate on sharing knowledge over the next 12 months in order to properly strategise for emerging technologies.  HR strategy should focus on planning for recruitment of those specialising in both technology and law, utilising the below recommendation.
JCP has strong links with Swansea University with an award-winning Employability scheme which will be extended as follows:
Figure 6: Recommendation for links with Swansea University
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[bookmark: _Toc25004574]Appendix 1 - Action Plan & Costings

	Action
	Responsible
	When
	Who
	How
	Where
	Cost
	Notes

	Freeze Recruitment of fee-earners within the Residential Property team for 12-18months

Offer only fixed term contracts to support staff 
	HR Team
	Nov 2019
	HR
	No further CV’s from recruitment agents to be considered for Residential Property

Support job’s will be advertised as Fixed term appointments for 6 months only – focus on students looking for experience to maintain ethical recruitment
	All Regions
	Cost saving:

Minimum 1 fee earner at £30,000 per annum and 1 support member at £18,000 per annum

Plus saved recruitment agent costs of £6,000 

TOTAL – minus £54,000
	This strategy will need to be reviewed quarterly in line with business need 

This saving has not been included in final figures as the cost of a fee earner and support member could be offset by the fees, they earn in any event

	Increase Training in customer service skills within the Residential Property team for competitive edge
	HR Team
	Quarter 4 

February 2020
	Internal trainer
	Internal Customer service training to be delivered in 3x 3-hour workshops
	Each region:

West

Swansea

East
	Downtime of trainer plus 30 employees for 3 hours – approximately £7,000

Training materials - £200




TOTAL - £7,200
	

	Marketing Campaign in Residential Property Team including increased relationships with local agents
	Marketing Team
	January 2020 
	Residential Property Team
	Seminars to be run for agents and IFA’s in each region

Video Marketing campaign across social media platforms 
	Each Region


Facebook
LinkedIn 

	Total budget for video, brochures and business cards £5,000




TOTAL - £5,000

	To be held at offices and so no venue costs

	Staff Handbook to be reviewed to consider ageing population needs
	HR Manager
	Quarter 1 2020 (April – June)
	HR Team
	Policies to be reviewed.

Flexible working policy to be amended as per recommendation to offer more flexible working options
	Firmwide
	Cost of time of review, change and roll out
3 days - £600






TOTAL - £600
	

	Ergo-friendly workspace desks to be provided
	HR Manager
	April 2020
(new financial year for new budgets)
	Business Resource Manager
	14 staff aged 65+ staff to be offered standing desks and budget to be in place for further adjustments
	Each office as required
	14 desks at £149.95 initial investment = £2,099

Further budget for 5 desks per annum (or other adjustments) = £750

N.B. – grants available for disability adjustments



TOTAL - £2,849
	Annual budget to be reviewed each quarter

	Line Manager training in age diversity
	HR Manager
	Quarter 1 2020 
(May – June)
	Internal Trainer
	Line managers to be trained in:
1/ Benefits of a multi-generational workforce
2/ needs of an older generation
3/ diversity and inclusion training
	Firmwide
	Cost of time and materials estimated to be £5,000






TOTAL - £5,000
	Training to be spread across a 2-month period

	Physical Wellbeing initiatives
	HR Manager
	Implementation March 2020
	Mental Health Champions
	Quarterly awareness campaign

Lunchtime Yoga to be offered once per week in Head office, once per month in regional offices

Treadmills and exercise bikes to be provided for lunchtime use 
(already purchased)

Blood Pressure monitoring to be provided once per annum

Holistic therapies to be offered
	Firmwide



Firmwide




Firmwide



Each of 3 regions



Firmwide
	Cost of champions time (minimal)


£300 per month



Equipment in storage, cost of transport £600 



No cost – provided by Stroke Association



No additional cost – existing policy in place which will be promoted
TOTAL - £900
	






Saved storage costs can be used for equipment maintenance and insurance

	University links with technology and law students
	HR Officer
	March 2020
	HR officer and university law school
	Offer a yearlong UG placement with BSG



Offer workshops at the university to share knowledge

Extend guaranteed summer week long placements to Christmas and Easter for module specific students
	Business Support – Swansea


Law school – Swansea University


Business Support Team
	1-year salary plus training costs - £18,000


Material costs and cost of time £300 x 2 = £500


No additional cost as places already offered – change to selective placements


TOTAL - £18,500
	







Prioritise places for those studying coding for lawyers or LegalTech at the uni

	Secondment Strategy to be developed for government agency
	HR Team
	By March 2020
	HR Team
	Strategy for secondments to be drafted by December 2020 for line manager consultation Jan 2020 to see if feasible to protect succession planning and retain top talent
	n/a
	TBC
	Further consultation needed on this point 




The design of jobs and working hours
(JCP roles are not manually intensive and so design is less likely to be a factor)


Recruitment & Selection
(JCP have an effective recruitment age diversity policy in place)


Physical & Mental wellbeing
(JCP already have an extensive mental wellbeing strategy but not physical)


Performance Management
(this subject is too large for the wordcount of this report)



Job Hours


-


Giving job workers a say in their schedule and allowing flexibility


Environment


-


Providing ergo-friendly work environments such as considering standing workstations


Wellbeing


-


Continuing with JCP's existing wellbeing initiatives but with a greater focus on physical activity and assistance programmes




Corporate Strategy

What?
* Focus on marketing in Residential Property Market
* Build relationships with local agents and IFA's to protect referred work

How?
- Hold free seminars on predicted BREXIT effects and invite local agents
- Market campaign for Residential Conveyancing on social media 


HR Strategy

What?
Protect repeat of redundancies seen in 2008 recession
How?
Freeze recruitment in Residential Property team for 12-18 months / offer fixed term contracts if extra support staff are required in the interim (focus on students to maintain ethical recruitment)
Increase training in customer service skills to increase referral work - service is crucial to existing  business strategy of higher price for higher service




Flexible Working


Extend to further flexible working options:


Shorter day options


Business Resources


Budgets should be increased to incorporate and offer ergo-friendly work environments, such as standing workstations


Wellbeing


Existing intiatives are based on mental wellbeing - shift focus to physical wellbeing to include initiatives set out below at Table X (these should be available to all employees)


Options for splitting breaks throughout the day


Longer breaks options


4 day week / 9 day fortnight options


Training


Line Managers are to be trained on the benefits of a multi-generational workforce, the needs of older generations and diversity and inclusion training



Undergraduate
 (coding for lawyers module)


Offer a year long undergraduate placement within the Business Support Team to utilise learnt skills


Link with lecturers in this module to offer workshops and share knowledge


Postgraduate
 (LLM - LegalTech)


Extend guaranteed summer week long placements for Swansea Uni to Christmas and Easter for this course exclusively



Offer workshops to share knowledge



Political
Tax, trade restrictions & political stability


Sociological
Health, age distribution, health & safety


Technological
New technology, AI


Legal
Changes to legislation and regulation


Environmental
Global Warming, sustainability


Economic
Growth/decline, interest, inflation, wages, unemployment, credit
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