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Executive Summary
South Wales Police (SWP) are the largest of three forces within Wales whose mission is “Keeping South Wales safe” (SWP, 2022 a) . In order to do this, it is important to have an understanding of the external environment and the influence that they may have on the workforce and or the delivery of the service that is provided to the community. To understand the external environment, this report contains a critical analysis of PESTLE Analysis tool including how this can assist SWP in comparison to other models. The report then focuses on the Political, Economical and Legal factors, there potential impact on the organisation, followed by three recommendations to address the information discovered as a result of the PESTLE Analysis.


















Critical Analysis of PESTLE
What is PESTLE?
PESTLE is a business analytical tool that has evolved from Francis Aguilar’s “ETPS” model that was created in 1967 and published in his book “Scanning the Business Environment” (MindTools, 2022). The original model allowed organisations to view several external influences, Political, Economic, Technological and Social and its aims were to enable smarter strategic planning and decisions based on any threats or opportunities that were highlighted from an external perspective.
Over the years it has developed to include both Legal and Environmental to create the PESTLE analysis tool. (PESTLE Analysis, 2022). 
How can PESTLE benefit SWP?
Although SWP is a public organisation which does not rely on making a profit, taking a view of current external factors will provide greater understanding of what is impacting public life and provide the chance to assess any potential threats or opportunities to the delivery of the policing service in the community (Battista,2021). 
The six external factors used as the template for the analysis also makes the tool straightforward to use, information from PESTLE can then be prioritised according to predicted impact on the organisation (Cadle,2010). 
Limitations of PESTLE
Whilst PESTLE can look at current information, it is not designed to be a predictive model therefore information can quickly become outdated. This means that the process would need to be repeated on a regular basis to maintain its relevance. In addition to this the broad nature of the subjects can result in large amounts of data which would need to be analysed fully to gain an understanding of the direct impact to the organisation (Pathak,2020). 
What other models can be used?
An alternative model to PESTLE is Porter’s Five Forces model which focuses on external elements such as buyers, suppliers and competitor businesses (Albu,2014). Whilst this would be useful for a business that operates to make profit, it would not be applicable to SWP which is a public service. 
The DEEPLIST model developed by Paul N Finlay uses the same elements of PESTLE but adds in “Demographics” and “Informational” as additional factors for consideration. Whilst the demographics of the communities SWP serve are important, this could be captured in the “Social” element of PESTLE. This model also widens the pool of information further than PESTLE which has already been highlighted as a potential limitation (Morrison, 2017).
It is therefore recommended that for the purposes of this report that the PESTLE model is used to identify matters which may require SWP to take further action.




















PESTLE Analysis for SWP
This report will focus on three elements of the PESTLE analysis and review the potential impact for SWP with a view to making three recommendations in order of priority.
Political impact on SWP
At present, the Conservative Party currently hold a majority in the UK Parliament since winning the last election in 2019 (UK Parliament, 2022 a), however Wales has a devolved government, Senedd Cymru which is currently being ran by the Welsh Labour Party after being re-elected in 2021 (Senedd Cymru, 2022). Despite this, the policing system is still controlled by a single judicial system which is why Wales is not a separate police force. (Centre on Constitutional Change, 2022). In addition to this, SWP has an elected Police Crime Commissioner whose responsibilities include setting the force annual budget and creating a Police and Crime Plan for the Chief Constable to adhere to (Winchester, 2022), at present this is Rt Hon Alun Michael who was re-elected in 2021. (Police and Crime Commissioner, 2022).
The next potential changes to political influence are therefore not expected until late 2024/2025 when the next UK General Election is to take place (UK Parliament, 2022 b) however, as experienced recently with two changes to the UK Prime Minister this year (Gov.UK,2022), it is not guaranteed that there will not be any further political change before the next election. 
A change of political power could mean major changes to the way that SWP functions, for example, if the Labour Party are elected, they have stated that their intention will be to change to the way that policing is structured, including the creation of “policing hubs” in each community something which would need to be implemented within SWP (Thomas-Symonds,2021). 
Another reason why understanding potential political changes is important to SWP is due to the reliance on funding from the UK Government and the Welsh Senedd to be able to deliver policing services to South Wales. 
Since the election in 2019, it was announced that there would be funding for an extra 20,000 police officers in England and Wales by March 2022 (Brown,2021), for SWP this means an extra 451 police officers (SWP, 2022 b). If a change of political influence was to happen sooner than planned, future funding for further intakes could be impacted.
If the political influences remain in place, there is also a current indication that budgets will be reduced in the short term. Factors such as rising inflation, the war in Ukraine and the aftermath of the Covid-19 pandemic means that the UK is likely to enter a recession. Whilst the Chancellor has stated public spending will remain the same for the next two years, there will need to be “efficiencies” made to counter the cost-of-living increases (Hunt, 2022).
It can therefore be assumed that even without a change in political influence, there are likely to be reductions in budgets in the coming years which means that SWP need to act to reduce the impact this would have.
Although the uplift programme budget will be unaffected, the priority for SWP at this time will be to meet the recruitment targets for March 2023.  Failure to do so will mean a missed opportunity to recruit extra Police Officers which is extra resource that will be needed to meet current demand. In 2021, SWP received a record number of calls as demand on the force has risen since 2019 (SWP, 2021 a). 
The subsequent impacts of having less resources would be that there will be extra pressure on an already stretched workforce who have just come through the stresses of the Covid-19 pandemic which could lead to an increase in resignations and or sickness absences.

At present SWP are currently on track with uplift numbers with an additional 39 officers due to join in March 2023 (SWP, 2022 c). The short-term focus is therefore to ensure that they arrive as planned by having an effective onboarding process. 
Onboarding is a way of integrating candidates into an organisation and starts after a successful application (Maurer, 2022). Due to the time in between now and March, SWP need to remain engaged with the candidates as research shows that this increases retention aswell as giving candidates a good impression prior to starting in their new role (Bharat,2020). Ways in which this can be done is through “job previews” where candidates can experience what the job will entail for them and set their expectations (Capitano, et al. 2022). At present, SWP does not currently engage with candidates beyond contacting them to conduct relevant pre-employment checks, therefore this is an area which could be looked in to. 
To summarise, whilst it is difficult to predict and prepare for any potential changes in political influence, what is known at this time is that budget cuts are highly likely to occur in the short-medium term which will impact on SWP’s ability to invest in resources that will help provide a better service to the local communities, however what is in our current control is to ensure that current uplift target numbers are met in order to reduce pressure on the current workforce and the potential challenges this could bring.

















Economic impact on SWP
As previously mentioned, the UK is heading towards a recession and in addition to this there is a cost-of-living crisis that is impacting on all households. At present the Consumer Prices Index has risen 9.6% in 12 months up until October 2022 (King, 2022). It is important for SWP to understand this for several reasons, firstly due to the pressures that this will be putting on SWP employees but also the communities they serve.

SWP employees
As a public service, wages are determined by the Government which in turn is driven by the state of the economy. In 2021/22, Police Officers and Staff were subjected to a pay freeze (Brione, Francis-Devine, 2022) and have received a pay award below the rate of current inflation for 2022/23 (Police Federation,2022 a). 
For the NHS, this has provoked nurses to take strike action across the country on 15th and 20th December (Picton,2022) followed by paramedics on the 21st of December which is predicted to cause largescale disruption to the functioning of NHS during this time (Parker, Pickard and Neville, 2022). Fortunately for SWP, this is not a course of action that Police Officers can take as they cannot legally take strike action as a result of the Police Act 1996 (Legislation.gov.uk,2022).
Due to SWP not being able to offer any financial increases to assist staff, there is a need to promote other incentives such as the Blue Light Card which offers discounts to emergency service workers (Blue Light Card, 2022) and the Employee Assistance Programme which can provide financial advice to employees (Care First, 2022).
Whilst we do not know how many employees may be struggling due to the cost-of-living rises, the Police Federation Pay and Morale survey 2021 has indicated that officers nationally are concerned about finances with 45% of respondents stating that they worry about money on or almost daily (Chandler, 2021). One indication that costs are starting to impact SWP employees is the increase in the number of transfer requests to reduce the cost of travel which have doubled since 2021 (SWP, 2022 d).
There are several reasons why SWP need to act where possible. Firstly, studies show that adults who are in financial difficulty or debt can see a negative impact on their mental health (Hiilamo, 2020), if SWP can find ways to reduce the stress for employees this can potentially avoid an increase in sickness absence due to poor mental health. A further concern is in relation to whether employees find themselves in any unmanageable debt as this could leave employees vulnerable to “corruption or unethical practices” (SWP, 2019). If this were to happen, this could lead to damage to the reputation of the force and reduce trust from local communities.  Whilst there is a policy in place which requires employees to report unmanageable debt, it is important for SWP to make employees feel comfortable with discussing any financial concerns. An additional consequence for SWP could also be that employees feel the need to leave the organisation for a higher paid job (Chandler, 2021).

SWP Local Community
Research conducted in the summer of 2022 states that “45% of Welsh households” can only afford basic items and that many are cutting back on essentials such as heating, electricity and water (Bevan Foundation,2022). Whilst SWP cannot influence this directly, increased poverty in the community could mean an increase in crimes such as thefts (McIntyre, 2016) and illegal money lending (Barnard, Costello, 2022) which is often targeted at vulnerable members of society that SWP aim to protect. 
Although it is noted that the decline in the economy will impact local communities, the information provided does not give an accurate prediction of the consequences and impact that it would bring to SWP, therefore this would be something that would need further analysis during the coming months.
To summarise, whilst the economy continues to decline, this will have an impact on both SWP staff and local communities. In order to continue to serve the communities effectively and meet the demand, SWP need to ensure that their workforce is able to conduct their duties effectively, therefore SWP will need to look at further ways to support staff wellbeing during this time through non-financial interventions.
Legal impact on SWP
Changes to employment legislation is an area that all organisations need to be informed of and act when necessary.
The Employment Relations (Flexible Working) Bill is in the process of becoming legislation with the main feature of the bill is to provide employees with the right to request flexible working from day one of employment (UK Parliament,2022 c). The three month timeframe for employers to respond to applications is also expected to reduce to two months (Hodson, 2022). Flexible working requests can be a variety of changes to a working pattern and is not limited to part time working, it can include requests for compressed hours, job shares and working from home (CIPD,2019).
At present an employee must have worked for an organisation for 26 weeks prior to being considered for flexible working (Acas,2022). SWP currently have a Flexible Working policy and process currently in place to accommodate this. 
The reason why this change is significant to SWP is because it represents a change in attitude towards flexible working which for the most part has been accelerated as a result of the Covid-19 pandemic (Vyas,2022). In March, ONS reported that the number of employees who were working from home was 9.9 million which is over double the number from 2019 (Nolan,2022) with many organisations now adopting a “hybrid” way of working instead of a return to the office full-time (CIPD, 2022).
Research also suggests that many employees are now looking for more flexible working arrangements, a global survey conducted by Addeco found that 77% of respondents wanted more flexibility in terms of both hours and location of work (Fleming, 2020). Increased job satisfaction and reduced sickness absences are some of the suggested benefits of flexible working for employers (McCartney, 2022) in addition to this, the ability to work flexibly can also assist employees who suffer from long term health conditions (Joyce, et al, 2010).
Prior to the pandemic, the ability to work from home for SWP employees was limited, however since 2020, there has been an investment in technology to enable many more roles within the organisation to be “agile”, therefore SWP have also shifted their perspective and allow employees, where possible, to be more flexible regarding where they work and have created a new “Agile Working” policy to reflect this (SWP, 2021). 

[bookmark: _Hlk121922543]Due to SWP being an emergency service which requires 24/7 cover, there are limitations to the amount of flexible working that can be implemented for its employees, in particular for Police Officer roles as they are required to work a variety of shifts to ensure cover is provided at all times. In addition to this, the ability to apply for flexible working from day one will provide SWP with challenges regarding student officers who are required to complete to a mandatory 6 month initial training programme prior to commencing their role on the front line (SWP, 2022 e). Intakes are planned throughout the year with specific trainers available to deliver the curriculum on a full-time basis, therefore part time officers would miss out on sections and would not be able to successfully complete the course. A further challenge is the requirement for all student officers to complete the Police Constable Degree Apprenticeship upon commencing employment as a Police Officer. For those without a degree upon joining, it is a three year degree programme (College of Policing, 2020) therefore, SWP will also have to balance the requirements of the learning provider when considering flexible working arrangements.
These challenges are reflected in the amount of part time officers within force which is currently 155 compared to the 463 police staff who are part time workers (SWP, 2022 f). It is important to note that internal flexible working data is limited and the numbers will not include those who may be on compressed hours or altered working patterns but remain full time. 
To summarise, although SWP are not yet required to provide day one rights to new employees, it appears that many employers are already offering greater flexibility and have processes in place to offer day one flexibility as good practice (CIPD, 2021). For SWP to achieve this, there will need to be resources committed to gain a full understanding of the new Bill and ensure an effective process is created, focussing on the reduced timeframe that SWP will have to respond to requests. At present, failure to respond to a flexible working request within the three month time period can result in an employee going to a tribunal for breach of flexible working regulations which holds a maximum fine of 8 weeks’ pay (maximum of £489 per week) (Pure Employment Law, 2017).
The advantages of acting now would mean that SWP are in compliance when the Bill is in place and both SWP and employees will be able to experience the potential benefits. 

Conclusion and Recommendations
The PESTLE analysis has highlighted three areas that can potentially have an impact on SWP employees and the delivery of services to the local community. As previously stated, PESTLE highlights current external factors and does not analyse in detail the internal organisational position, it is therefore recommended that a further internal analysis such as a SWOT is conducted to provide a more thorough evaluation of each factor and to determine how prepared SWP is to face the challenges or take advantages of the opportunities that may arise (Woodruff, 2019). It is also important to state that recommendations in this report are based on current information and cannot provide certainty of situations due to the external environment often changing at a rapid pace which is referred to as “VUCA” (Volatile, Uncertain, Complex and Ambiguous” (Mind Tools, 2022 b). The recommendations will be based on short/medium term actions which look to positively counteract some of the issues highlighted in the PESTLE and will be in order of perceived priority.










Recommendation 1 – Economic Impact 
Based on the current information regarding the economy and the increase in the cost of living due to inflation, SWP has a duty to focus on what can be done to assist employees during this time. 
SWP force area covers 812 square miles (SWP, 2022 g), therefore some employees can find that they are based a significant distance away from home. As previously mentioned, there has been an increase in requests from officers to transfer to a base closer to home, therefore the recommendation would be for an urgent review of the list to see if transfers could be accommodated. The benefits of this will mean that employees can reduce their travel costs which could help improve employee wellbeing and the likelihood of sickness absence (Suff,2022), reduce the risk of unmanageable debts and also try to retain officers in the organisation.
A challenge that this recommendation presents is that each Area Commander will need to ensure that there are enough resources in their teams to allow the release of officers to another area as this will have a direct impact operational delivery.
The costs related to this recommendation will be time related as this would require a meeting with all Area Commanders aswell and the Head of Recruitment and Reward who would be able to provide HR advice on the transfer process. It is anticipated that this meeting would take half a day. Any transfers that are agreed would then require a member of the HR Processes team to issue change of location letters to individuals and update the staff database.








Recommendation 2 – Political Impact 
With the deadline for the Police Uplift funding coming to an end and the likelihood of the Government budget cuts over the coming years, it is important for SWP to achieve their recruitment targets in March 2022. Whilst there are already 39 officers waiting to join, SWP need to ensure that candidates remain engaged to reduce the risk of any withdrawing prior to their start date. A way to do this would be for SWP to enhance their onboarding process, therefore the recommendation would be for SWP to hold familiarisation day which would allow candidates to come to the HQ building, meet with tutors and other members of their intake. This is something that Avon and Somerset Police already have in place for their PCSOs (Avon and Somerset Police, 2022) therefore contact could be made to gather further information on the running on their events and to learn best practice. The anticipated benefits of this intervention will be that not only will new starters commence employment as planned, they will also settle in to training quickly and are retained in the organisation as a result (HRM International Digest, 2021). This then reduces the pressure on existing employees as there are more resources to meet operational demand. The challenges of this would be to find a suitable time for the familiarisation day and the time that would need to be committed by members of the training team and HR to organise the logistics of holding an event. The costs of this recommendation would be the time required by members of the HR Recruitment Team and Training team to organise and host the event, the venue would be an internal space and money can be saved by asking candidates to bring their own refreshments, however if there is budget to provide appropriate hot/cold drinks then this would enhance the candidate experience.




Recommendation 3 – Legal Impact 
The third recommendation, whilst still important is not of an immediate priority at this time, however it is an opportunity for SWP to ensure that they are prepared for the changes to flexible working legislation. 
In order to amend the policy and process to allow day one flexible working requests to be considered within a reduced two month time frame, the recommendation is to establish a project team within HR to include a member of the Recruitment team, HR Advisor and HR Business Partner. The project will be completed alongside normal duties, therefore a timeframe of six months for completion should allow for necessary research and proposals for the changes to policy and processes to be made. The costs of this recommendation will be the time taken by the project team, however there may be a need for further investments following the initial research and findings to ensure a successful completion of the changes required. 
Being able to offer day one flexibility, potentially in advance of the change in legislation would mean that SWP are embracing change to meet the expectation and demands of the current and future workforce (Chron,2020) also ensuring that the risk of breaching flexible working regulations is minimalised by having an effective policy in place. It is also anticipated that this would enhance SWP employer brand which could attract future candidates but also retain existing employees (Half, 2022). The challenges relating to part time Police Officers during their mandatory training and studies will need to be managed to ensure that there are no risks to operational delivery.
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