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Executive Summary

The following report explores and analyses the critical importance of the effective use of management diagnostic tools to understand the major factors affecting organisations.

The paper examines the influence of the external economic, environmental, and social factors on Bluestone National Park Resorts and interprets how these factors affect the direction of the organisation's human resource strategy.

Recommendations are made for enhancing organisational performance and culture, underpinned by external influences on the human resource strategy, and envisions achieving a market leading position within the UK's leisure and tourism sector.
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[bookmark: _Toc151903765]1.0 Introduction 

Established in 2008, Bluestone National Park Resort, also known as BNPR, is a privately owned five-star holiday destination located in Pembrokeshire. With over 850 employees the resort offers a unique experience for guests of all ages providing a range of accommodation, including luxury lodges and cottages, as well as various amenities and activities for guests to enjoy. The resort is well known for its natural surroundings within Pembrokeshire Coast National Park and sector-leading sustainability credentials.
This report provides a critical analysis of the PESTLE (Political, Economic, Social, Technological, Legal and Environmental) management tool for the purpose of organisation strategic planning and explores the appropriateness of the model when applied to BNPR within the leisure and tourism sector.

1.1 [bookmark: _Toc151903766]What is PESTLE?

According to the CIPD (2023a) a PESTLE analysis furnishes the external contextual insights regarding an organisation’s strategic trajectory, its branding strategy, expansion objectives, and potential threats (such as a future pandemic) to operational efficiencies. A PESTLE analysis aids in assessing the viability of current offerings and shaping the pathway for introducing new products and services. 

Whilst the PESTLE management diagnostic tool can be effective and is commonly used, the CIPD (2023b) suggest that organisations should be mindful that it can oversimplify and provide excessive data and create misleading assumptions leading to ineffective decision making, for these reasons BNPR should be cautious when using this model in isolation to other diagnostic tools. 

The PESTLE model can prove highly valuable when dealing with a limited set of critical external variables that carry significant uncertainty. These variables have the potential to direct an organisation down two distinct and markedly different paths (Marmol and Feys, 2015). However, the PESTLE analysis does not claim to forecast the future, in the case of BNPR the tool could be beneficial in instigating proactive and constructive dialogues about the future direction of the HR strategy.

Not using the PESTLE diagnostic could risk omitting the consideration of key external factors affecting BNPR which are critical to informing the HR strategic aims. The external business environment can significantly influence BNPR, leading to either positive or negative effects on the overall performance (Wellington, 2021).

Complimenting a PESTLE analysis with a review of the internal strengths, weaknesses, opportunities and threat factors (SWOT) would provide a broader perspective for BNPR. A SWOT analysis is straightforward in nature and provides insightful benefits for evaluating options and intricate decision-making scenarios (Helms and Nixon, 2010). By considering both the internal and external viewpoints, BNPR can assess how the threats and opportunities correlate within the industry, this is key when considering factors that can accelerate organisational growth and competitive advantage (Kapoor and Kulshrestha, 2014).

In isolation the PESTLE analysis does not fully consider the competitive forces with the leisure and tourism sector. Porter’s Five Forces tool considers threats posed by competitive rivalry, powerful buyers and suppliers, potential new entrants, and substitute products. This comprehensive consideration is vital for HR strategic planning for BNPR that would ensure a proactive approach to address challenges within the industry (Dobbs, 2014). 


Fundamentally a PESTLE analysis can be used to identify transformative shifts in business models that could have a profound impact on the future employment market. This analysis can also identify gaps in skills, emerging job positions, job cutbacks, or workforce displacements which could benefit and influence the HR Strategy for BNPR (CIPD, 2023c). By identifying such trends can allow BNPR to strategically plan financial resources, support succession planning or equally identify efficiencies, making the organisation increasingly agile against its competitors. 















[bookmark: _Toc151903767]2.0 Economic Factor Analysis
The Cost-of-Living Crisis further known as CoLC has resulted from accelerated and inflation-driven macro and micro economic developments. The impact of which has been felt by individuals and communities, and especially those on low incomes, since the COVID-19 pandemic, thus being a key external factor impacting BNPR and the wider leisure and tourism industry (Gov, 2023a).

These economic factors have exacerbated the need for BNPR to strategically consider financial benefits to its employees, with emphasis on salaries and wages while also considering new health and wellbeing challenges and widening existing inequalities amongst the workforce. Crucially these factors must be reviewed to retain and develop talent within the organisation, promote wellbeing to encourage employee engagement and reduce absenteeism within the workforce, thus delivering improved productivity and guest experience (ACAS, 2023). 

Wages account for a significant proportion of BNPR annual costs (£15m). This is prevalent within the service prominent sector, where human resources take priority over resources such as raw materials, machinery, or land. BNPR should consider the resource efficiencies to be made within the business and not necessarily increase the headcount of employees to allow the organisation to flourish within a competitive market, (Taylor and Perkins, 2021).

Over 70% of the workforce at BNPR are employed within operational, guest-facing roles which significantly impact labour costs. When reflecting upon the economic trends of National Minimum Wage (NMW) and National Living Wage (NLW) within the UK. Reviewing and keeping ahead of the NMW will enable BNPR to attract and retain talent especially during periods of poor performance due to external market factors (O’Byrne and Gressle, 2013). 
Higher than expected wage growth in 2021 and 2022 influenced by higher inflation and a tighter labour market has caused forecasters to increase their projections of the NLW (Francis-Devine, 2019) The 2023 rates of NLW are £12.00 in the UK, marking a 10.1% increase. Despite a drop in headline inflation, the context for this year’s rates is the ongoing UK CoLC, (Cominetti and Murphy, 2023). Thus, extending the need for BNPR to continue to deliver a competitive pay structure for its employees to retain and grow talent, and reduce the level of employee attrition and them moving to other organisations for better pay and conditions. 






Figure One
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(Gov, 2020b)

BNPR aspires to provide proportionate wages for meaningful and fulfilling job roles. When workers receive less than the wage they ‘deserve’, they reduce effort (Rizov, Croucher and Lange, 2016). With over five-hundred guest accommodation units at BNPR this is crucial when considering pay frameworks in conjunction with employee benefits to ensure remuneration packages are fair to employee groups that require optimum employee productivity and efficiencies such as Housekeeping, Food & Beverage, and Maintenance roles. Without attracting and retaining these key operational roles BNPR would be ineffective and ultimately could cease to operate. 

Another external factor to consider within BNPR leisure and tourism sector is ‘Hourglass Theories.’ Taylor and Perkins (2021) suggest half of new jobs generated are of ‘high skill / high pay’ variety, and the other half are deemed as ‘low skill / low pay.’ They argue that despite manufacturing roles, other administrative roles are being exported to countries overseas where the labour markets are cheaper, and resources are readily available. 

This could significantly reduce the local target labour market for BNPR and should consider all aspects of enticing candidates to apply for roles not just pay, such as broader benefits and flexible working options. By offering incentives or benefits to employees for performing well in their roles, most employers can anticipate earning a degree of respect and productivity from their workforce (Jaworski et al., 2018). As a result, candidates feel empowered to bid for higher wages and improved terms and conditions of employment, ultimately increasing employment costs and resources for BNPR or the applicants will be drawn to competitors who can offer higher pay and better benefit packages. 

Brexit is an external economic factor that has had and continues to have significant implications on the supply of labour resources. Changes in immigration policies and labour market dynamics have been part of the employment challenges impact. Restrictions on the free movement of people between the UK and the EU have implications for the leisure and tourism sector reliant on migrant labour, this is evident in low paid and low skilled workers such has housekeepers and food and beverage assistants which is a large proportion of the workforce at BNPR. BNPR could consider sponsorship agreements which will allow skilled workers from overseas into the workplace, but this does have cost and compliance implications which BNPR could consider (Teague and Donaghey, 2020). 

The demand for hospitality, leisure and tourism workers is a considerable economic factor when BNPR already recruits from a declining unemployment resource pool within the County of Pembrokeshire. According to the ONS (2023) unemployment rates within Pembrokeshire are declining with approximately 2,000 people aged 16 and over unemployed up to November 2023. This is a rate of 3.6%, compared with the year ending March 2022 when the unemployment rate was 3.8%. Accommodation and food services sector makes up 8.6% of those employed within Pembrokeshire local Authority. Attracting talent is already a challenge for BNPR, applicant expectations and desires continue to change due to higher bills and living costs, therefore applicants are moving to larger cities where salaries are more competitive.
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Both consumers and guests buy into ethical and sustainable businesses, without recognising this the ability to attract employees and guests could be adversely affected. BNPR should consider the external factors within the tourism market which can positively impact community resilience and integrate into management strategies. This will enable BNPR to foster greater trust and comfort among the public and future employee applicants, helping to attract and retain employees (Sezerel and Christansen, 2022). 

Taylor and Perkins (2021) note that organisations are increasingly embracing ‘Green HRM’ which aims to align the HR strategy of an organisation to improve its environmental outcomes, which derives from the notion that companies should be aware of the environment in which they operate and the impact of their operations.

Sabbir and Taufique (2021) support this notion as they describe green work climate as employee perceptions and interpretations of company policies and practices relating to environmental credentials. They identify that when an employee recognises their company to have positive environmental and sustainable policies and practices, then the injunctive norms might be that the organisation approves of environmentally friendly behaviours as a result. Adapting this approach will attract further applicants, retain talent, drive employee engagement, and foster healthy relationships between the employee and BNPR. 

BNPR should be cognisant to effectively engage and communicate the organisational environmental strategy widely from the point of advertising the role and employee onboarding. If the company fails to adapt and engage employees on their environmental factors may fail to attract the required skills, experience, and retain, develop a diverse workforce leading to their demise. Sriganthan (2019) suggests that three in five (58%) employees are considering resigning from their jobs in the next twelve months because their employer does not share the same environmental values.

Studies by the People Management (2022) further revealed that two thirds (62 per cent) were actively looking for an employer that shared their own or similar beliefs, while more than two thirds (69 per cent) of the group felt it was important for their employer to demonstrate high ethical practices. Thus, emphasising the need for BNPR to effectively engage with its employees creating a voice for them to feedback on sustainability strategy driving employee engagement and motivation for the company to succeed in its green aims. 
This research evidences the impact of the environmental factors upon HR strategy and the requirement for BNPR to adapt and thread the sustainability credentials through an employees’ lifecycle. It could be deemed a significant opportunity to create 850 ambassadors who can showcase and share the market leading sustainability practices. Subauer et al., (2019) supports this notion that while job descriptions may not explicitly designate most workers as responsible for developing sustainability innovations or implementing sustainability activities, employees at BNPR can indeed make meaningful contributions to corporate sustainability.
Taylor (2018) suggests that there is a need to develop environmentally ethical measures into an individual specification. BNPR should implement this  more widely into employee recruitment and selection processes as well as a well-established disciplinary and conduct policies to provide an overarching framework that reflects a higher level of intolerance towards unethical and unacceptable environmental conduct from the workforce. 
The exponential growth and global priority of the environmental factors within the leisure and tourism sector has led the UK government to consider the implementation of environmental legislation. This legislation will have a significant impact on BNPR’s actions and HR future strategy (Gov, 2023c). UK Sustainability Disclosure Standards (SDS) will set out mandatory corporate disclosures on the sustainability-related risks and opportunities that BNPR face, (IFRS, 2023).
As set out in figure three the elements of climate change mandatory reporting requirements will include Governance, Strategy, Risk Management and Metrics and Targets. The HR measures of the reporting elements require training, development of Board and Executive team members to demonstrate competence and affirm the accountability for climate change at the top of the organisation. BNPR should identify training and development needs, implement tools to measure performance and forecast associated costs and resources required within the HR strategy to satisfy future compliance. Achieving ‘compliant’ status will also benefit BNPR’s candidate attraction strategy as it will be deemed positive by many applicants. 

Figure Three
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(PWC, 2021)
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External social norms have a significant impact on BNPR’s HR strategy. HR strategies in the leisure and tourism industry often revolve around creating a positive and welcoming environment for employees and guests. Frequently, addressing equality, diversity and inclusion further known as ED&I, and adapting to the cultural and social dynamics of the workforce and customer demographic. If BNPR fails to create a robust and positive culture based on its social norms it will struggle to translate this into a positive experience for its staff and guests (CIPD, 2023d). 

As articulated by Taylor and Perkins (2021) they suggest that the notion of ED&I within the workplace has become a key social priority and state, ‘diversity and inclusion has become a ‘CEO-level issue’.  By not adapting to ED&I trends could leave employee groups at BNPR feeling dis-engaged, excluded, and fail to attract diverse applicants to apply for roles. 

Research led by Miller (2022) supports this and highlights that 21% of employers feel senior leaders just pay lip service to ED&I in their organisation. This demonstrates the cultural mind-set change that is required for organisations to embrace ED&I in their strategy and communication, it is a critical component when BNPR forms the employee value proposition. 

The external factors driving social trends put pressure on BNPR to welcome ED&I best practices. Miller also suggests diversifying policies and practices within the workforce, are the best ways to organically grow and retain talented employees. BNPR should continue to embed a suite of ED&I policies as this becomes more appealing to a wide range of individuals, including employees, guests and investors. Fostering an inclusive environment can act as catalyst to attract a diverse pool of talent and retain employees who feel valued and respected, reducing employee turnover rates.

The impact of an ageing population is also a key external factor. Research led by CIPD (2017) suggests that older workers are predicted to account for a bigger percentage of the workforce within the next few decades. A proactive approach to developing an age-inclusive workplace will ultimately benefit younger groups of employees over time. HR strategies of BNPR should also include flexible retirement options, training for technology adoption, and health benefits that cater to older individuals. This, in turn, motivates employees to reciprocate by exhibiting positive energy and a strong commitment to their work.

Research studies by De Menezes and Kelliher (2017) correlate an organisations commitment to job design or redesign initiatives with an employee’s proactiveness and performance. The adoption of flexible working practices has seen a significant shift since the pandemic, thus presents significant opportunities for BNPR if the business were to consider an array of flexible working options, this would improve employee retention, allow employees to work until an older age, thus reducing recruitment and training costs. 

Beigi, Shirmohammadi and Stewart (2018) conclude that a substantial disparity exists between the prevalence of flexible working options, which have become increasingly accessible to employees, and flexible hiring practices, which remain relatively uncommon. If BNPR were to limit its flexible work opportunities at the initial hiring stage, they could risk inadvertently excluding a portion of the potential candidate pool.

Additionally, the external social stigma around mental health is diminishing, and social norms encourage open discussions about employee wellbeing. BNPR HR strategy should include mental health support, employee assistance programs, and a stigma-free environment allowing employees to express freely their concerns and needs enabling BNPR to tailor their people services to accommodate them. Taylor (2018) believes this shift is partly attributable to a growing emphasis on stress and mental health concerns in work environments and partly in response to publicised reports about workplace incidents involving sexual harassment and bullying.

In summary, BNPR HR strategic aims must align with prevailing external social norms to attract and retain talent, maintain guest satisfaction, and to ultimately create a positive environment for both guests and employees. But what is important is what makes BNPR socially distinctive. Erickson and Gratton (2014) describe this as a tangible and unique aspect of an organisation's employee journey. It not only adds value to the BNPR independently but also acts as a compelling representation of the organisation's culture and principles, which can be inviting for future applicants, and reassuring for existing employees. 
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The most successful organisations recognise their duty to incorporate external insights into their HR strategy, whether they are dealing with future market trends or the current workplace landscape CIPD (2019). Therefore, the PESTLE external factors identified should continually influence the direction of HR strategy at BNPR. 

Economic conditions such as the CoLC, employment rates, inflation, and labour market trends, profoundly influence how BNPR plan, manage, and optimise the workforce. However, a pivotal economic factor is understanding and interpreting the labour market trends within Pembrokeshire to effectively forecast and develop efficiencies to support the operational requirements of the business. This is supported by CIPD (2023e) that states to enhance productivity, organisations should consistently assess their processes to leverage fresh concepts, advanced equipment and software, emerging labour resources, and novel approaches to organising operations.

The environmental PESTLE factor underscores the importance of developing HR policies and practices that underpin the eco-conscious direction and culture of BNPR for employees to engage with. As guests at BNPR become more environmentally aware, it is imperative that the workforce is engaged with sustainable practices and eco-friendly initiatives at BNPR.  

Merriman, Kimberly and Sen et al., (2016) share the notion that sustainability has risen to the top of the priority list for many companies. Yet, the task of embedding sustainability initiatives across the entire organisation continues to present a formidable challenge, which remains an opportunity for BNPR. 

The social factors considered are pivotal for BNPR to understand and adapt to changes in employment demographics, consumer behaviour, technology, and cultural influences. Adhering to social responsibility embracing ED&I supports long-term success in the ever-changing leisure and tourism landscape. Seliverstova and Pierog (2021) recognise that employees with diverse backgrounds, perspectives, aspirations, requirements, passions, and individual viewpoints represent a valuable source of innovative ideas. These ideas can be harnessed to enhance profitability and broaden BNPR reach. 
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Following the above conclusions and research of the effect of PESTLE factors on BNPR, recommendations have been made to enhance organisational performance to be incorporated into the HR strategy. 

6.1 Recommendation One – Strategic Salary and Wage Planning

Given the significant portion of 70% of roles are operational and guest-facing reflects high business costs allocated to wages. Operating within a shrinking labour market, it would be remiss if BNPR does not develop a comprehensive competitive transparent salary and wage strategy. To attract applicants, engage and retain employees, and motivate them to progress. The pay structure must consider both the National Minimum Wage (NMW) and National Living Wage (NLW) trends, as well as reviewing local competitors’ rates of pay. Jeffery (2019) confirms that sharing transparency of pay bands with employees boosts employee effort and engagement. 

To combat the shrinking labour market BNPR should switch its efforts to resource efficiencies and savings without compromising quality of guest experience. This may involve investing in advanced technologies to enhance employee productivity and deliver efficiencies. AI tools are increasingly vital in business and should be adapted within BNPR in customer service and efforts to enhance guest experience and targeted advertising which will save resources (Haan, 2023). Such savings would allow for a reduced headcount of employees or allow for redeployment in other areas of the business to add value. 

The cost implications of implementing a competitive salary and wage structure are significant, however, are fundamental to the future growth of BNPR. The current payroll cost to BNPR for 2023 is £15 million. Applying a 4% increase to all employee salaries for 2024 which will provide a 40p positive variance to the hourly rate versus the NMW would cost BNPR an additional £600,000 per annum, thus totaling the forecasted salary cost to £15.6 million. Applying a 4% increase should be considered vs the sales trends to ensure healthy profit margins are maintained. 

6.2 Recommendation Two - Alignment with Future Legislation

BNPR prepare for the imminent introduction of the SDS, BNPR will be required to report on sustainability-related risks and opportunities (IFRS, 2023b). This will have a significant impact on BNPR's HR strategy in terms of training and development of its Board and Executive team members on climate change accountability and responsibilities. By demonstrating understanding and engagement at the top of the organisation it will positively contribute to the active engagement and communication of the environmental strategy to its employees, emphasising the organisation's commitment to sustainability (Lee and Lu, 2020).

BNPR must comply with the SDS, failure to do so would risk legal action being taken against the company resulting in onward brand damage for a business who is highly regarded for its sustainability credentials.  The employment brand would be tarnished which could be catastrophic for employee engagement and applicants and existing employees may choose to leave and work for an employer who embrace similar sustainability values as themselves.  Training costs for the company’s eleven Statutory Board and Executive team members would equate to £7,000 plus third-party consultation fees of £8,000 should be considered. 

6.3 Recommendation Three - Embrace Equality, Diversity, and Inclusion (ED&I)

Given the increasing importance of ED&I in the workplace, BNPR should proactively embrace ED&I in its HR strategy. This includes fostering an inclusive environment and diversifying policies and practices. The benefits to BNPR are improved employee motivation, mitigate potential legal issues like bullying and discrimination, cater effectively to a diverse customer base, and enhance innovation and problem-solving capabilities for greater organisation success (ACAS, 2022). 

Training and development costs are a key consideration with an estimated cost of training circa sixty-line managers at an average cost of £100 per head (£6,000) reviewing and the implementation of organisation policies with the support of third-party consultant who provide key insights equate to circa £8,000. 

By addressing these economic, environmental, and social factors, BNPR can develop a holistic HR strategy that adapts to changing trends, attracts and retains talent, and positions the organisation as a leading employer within the leisure and tourism industry. 
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What

Provide details of the current competencies of board members in
relation to ciimate change, and any past or future training on the
subject matter.

Document the govemnance structure regarding board level
responsibility for climate change. If relevant, disclose that climate
change is on the agenda at board meetings and examples are
provided for how climate-related risks/opportunities have
affected strategic decisions.

Explain the responsibilty for climate change at executive level
and if applicable, disclose that executive remuneration is linked
to climate-related objectives.

Identify and disclose physical and transitional risks and
opportunities, and do so with an associated time horizon.

Identiy the impacis of cmate-related risks and opportunities

on the organisation's business, strategy and financial

planning and furthermore, disclose the impact of the organisation
on the climate.

" If applicable, disclose the organisation’s commitment to net zero

and describe the scenario analysis performed.

" Describe the process for identifying, assessing and managing

climate-related risk and impact. Provide detais of the
mitigation/management techniques used.

" Document engagement with stakeholders beyond the

organisation’s operations regarding the climate change agenda.

| Dlsdose how the climate-related risk (CRR) management

Disclose a range of climate and sustainability-related metrics,
including GHG emissions.

Disclose the targets (and related progress) the company uses fo
manage climate-related risks and opportunities.

Why

This allows the reader to understand the level of climate-related expertise at board
level, as well as the proactiveness of the board to upskill themselves.

This enables the reader to understand how and by whom climate change is considered
atboard level, and shows them how this is affecting decision making

This enables the reader to understand how and by whom climate change is considered
atan executive level and demonstrates to them how seriously the issue is being taken
by linking climate-related objectives to executive remuneration.

This provides detail on the specific impacts of climate change on your business and
contextualises them in the short, medium and long-term.

This makes it clear what the impact of climate-related risks and opportunities could be,

and also to what extent the organisation itself is contributing to climate change.

This illustrates the organisation’s commitment to fighting climate change and also
shows its preparedness in considering its resilience under multiple future scenarios.

" "This allows the reader to understand the process behind the disclosures your company

has made with regards to strategy and risk. The management techniques enable the
reader to understand how the organisation is mitigating the risks it is presented with.

This demonstrates to the reader that a holistic approach is being taken with regards to
tackling the issue of climate change, and the extent to which the organisation is looking
beyond its own operations.

This illustrates how the issue of climate risk is now considered an integral part of the

overall risk management process.
This will provide the reader with the quantitative detail of the company’s impact on the

environment and climate, as well as showing how this has changed through time.

“This will provide the reader with information on how proactive the company is
being with regards to reducing its climate impact, and whether they are set to reach
their targets.
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