



 
 HR must play a part in innovating, enabling, and supporting change in our organisations, led from a greater sense of purpose, ethical practice, and the principles of responsible business.
(Peter Cheese)

 
 
 
 
 
 


Glossary of terms 
CIPD – Chartered Institute of Personnel and Development 
DPP – Dyfed-Powys Police 
EE – Employee Engagement
ES – Environmental Scanning 
LD – Learning and development
PESTLE – Political, Environmental, Social, Technological, Legal and Economic  
STEEPLE - Political, Environmental, Social, Technological, Legal, Economic, and ethical 
SWOT – Strengths, Weaknesses, opportunities, and Threats 
VUCA – Volatility, uncertainty, complexity, and ambiguity 
 


Executive summary 
Without doubt, the external environment plays a key role in influencing organisation and HR strategy. Application of PESTLE will assess the external environment, although should be underpinned with an internal environment analysis to determine organisation agility; the cost of doing business in 2022 and tight public sector funding can limit this. 
The following report critically examines PESTLE analysis as a tool for assessing the eternal environment, application of PESTLE and the identification of two key factors influencing Dyfed-Powys Police in 2022: economic factors and social, demographic trends. Considerations are given to the current cost of living crisis, policing public perception, and a rise in remote working. 
Smarter working, budget restrictions, succession planning, and employee engagement are factors considered when making the recommendations.  
Creative recommendations are made on how Dyfed-Powys Police can improve based on trends identified in the external environment as well as assisting with planning for the future skills needed. 
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[bookmark: _Toc100083167]1. Introduction  

Dyfed-Powys Police (DPP), a public sector funded police force, serving approximately 515,000 residents across Carmarthenshire, Ceredigion, Pembrokeshire, and Powys (DPP, no date). DPP operate in a complex external environment which influences organisational and HR strategy.   

Environment scanning (ES) is the systematic process of monitoring, and analysing external factors, providing feasible courses of action (Okumus, 2004) whilst adapting quickly creates a strategic competitive advantage improving public reputation (Aldehayyat, 2015) which is important to DPP.   ES can be undertaken by application of PESTLE analysis.    

[bookmark: _Toc100083168]1.1 PESTLE analysis 

PESTLE is the analysis of external influences: political, economic, social, technological, legal, and environmental (Law, 2016), allowing organisations to assess business environment risks, considering the impact on the organisation to make informed decisions and plans (CIPD, 2021c).   

Searching for relevant information is laborious as the environment is complex, and managers are bound by rationality (Liao, Welsch, and Stoica, 2008). ES activities can be improved by adopting a data-driven culture and using business analytics (Duan, Cao, and Edwards, 2020).   

As external disruptors command flexible business models, fixed traditional models prohibit the agility needed to thrive (CIPD, 2020a), PESTLE cannot be undertaken in isolation and should be linked with models that examine internal factors. 

A SWOT analysis, a strategic planning tool, interrogates internal and external factors identifying internal intangible attributes and elements that detract from achieving strategic goals (CIPD, 2021). When used together PESTLE and SWOT become highly effective tools; once the external environment has been assessed, a SWOT creates an internal focus enabling robust future planning (Gray, 2016).   
 
During the 2020 pandemic, ethical frameworks worked as organisations moral compasses (Divers, 2021) and with Generation Z's ethical awareness affecting brand consumption (Francis and Hoefel, 2018), it would be prudent the wider analysis of STEEPLE is adopted, which includes ethics as an additional factor (Baruah, 2020; Farnham, 2015) or consider the PESTLE factors individually through an ethical lens.   

On balance, PESTLE analysis provides a simple framework for assessing the external environment, identifying threats and opportunities for organisational gain, although the tool should be continuously repeated due the VUCA environment (CIPD, 2021c). Organisational structure, culture and resource capability can impact how organisations use findings from a PESTLE, therefore should be used in conjunction with another tool for examining the internal environment. 

Two factors have been examined further for this report.   
[bookmark: _Toc100083169]2. Economic factors 

Current economic factors impact DPP in a variety of ways:  
[bookmark: _Toc100083170]2.1 Company impact  

As inflation causes the cost of doing business to increase, this is no different for DPP despite being a public sector body. The Consumer Prices Index (CPI) has risen by 5.5% in the past year (ONS, 2022), which may increase to 8% (Bank of England, 2022). Despite a rise in the policing funding settlement for the financial year 2022/23 (Home Office, 2021), this additional funding will be squeezed with rising costs. Russia invading Ukraine has triggered oil costs to increase worldwide causing the cost of fuel to rise to record-high figures (Race, 2022). As a rural police force, DPP rely on vehicles for service delivery and increased costs will impact the budget. Rising costs may reduce spending in technology, non-mandatory training, and the inability to sustain current staffing levels. This will have a direct impact on DPP's HR strategy. Additionally, the real cost of policing the pandemic is yet to be realised.  
  
Research suggested a link between economic downturns and a rise in crime (Chiricos, 1987; Arvanites and Defina, 2006); however, during the 2008/09 recession, crime rates correlated more closely to inflation (Rosenfeld, 2014). Inflation not only impacts direct spending on goods and services, but also service demand by creating a market for stolen goods, an increased number of burglaries, and a rise in car theft (LinkedIn, 2022). Increased demand will cause employees to become overworked, increasing sickness absence rates and reducing employee engagement (EE), impacting DPP's ability to deliver the police and crime plan priorities (DPP, 2021a).   
[bookmark: _Toc100083171]2.2 Employee impact   

A 2020 government spending review froze public sector pay for policing, attributing this decision to a rise in the disparity between private and public sector wages (Gov, 2020). However, ONS reported that the average 2019 public sector worker was paid 3% less than a private sector worker on a like-for-like basis (Unison, 2020; ONS, 2020); CIPD (2021a) predicts private sector wages will rise by 2% compared with 0.9% in the public sector by March 2022. With the inability to raise wages, confined within robust job evaluation processes linked to national pay scales, DPP need to consider innovative non-monetary initiatives to retain staff; flexible working, identifying motivation drivers, and embedding recognition into organisational culture can increase EE (Forbes, 2021).   

DPP rely heavily on organic attraction built upon a perceived employer brand; as the labour market shifts power to candidates, candidates will become more selective when applying for vacancies (Malkani, 2022); DPP will need to compete harder to become an employer of choice. With the cost of living rising, salary will be a key consideration; employer branding is integral to competing effectively and improving retention (CIPD, 2021b). HR strategy should focus on widening learning and development (LD) activities to upskill current staff (CIPD, 2020). DPP's LD plan has a clear vision of business outcomes, however, does not encompass future skills requirements (DPP, 2020) despite re-training and upskilling being government initiatives (Education committee, 2020). 

Another external factor affecting DPP is social and demographic trends. 
[bookmark: _Toc100083172]3. Social and demographic trends 

DPP workforce should represent the communities served therefore reacting to social and demographic trends is imperative.

[bookmark: _Toc100083173]3.1 Remote working  

Individuals home working has been rising since 2004, driven by technology advances and lengthy commutes (CIPD, 2020c). The pandemic has escalated the implementation of remote working practices at DPP, although formal arrangements are yet to be confirmed due to burdensome internal consultation processes and bureaucracy; remote working will broaden the talent pool and assist with retaining individuals in the workplace.

In 2021, 82% of employees wanted to work smarter post-pandemic (DPP, 2022); employees will have high expectations when DPP move to a formal working arrangement, impacting relationships with line managers who typically deliver the ‘psychological contract’ (CIPD, 2022).  Conflict may arise as differences will emerge departmentally. HR plays a key role in ensuring any decision inequalities are addressed and ratified; smarter working should allow open and honest conversations with line managers, creating working patterns suitable to individual and organisational needs.

[bookmark: _Toc100083174]3.2 Female representation   

Society norms dictate that the police officer role is not suitable for a female, impacting workforce representation; only 35% of DPP police officers are female (DPP, 2021), subsequently widening the gender pay gap between since 2020 (Gov, 2022). The 2017 positive action attraction strategy indicates that female and male representation is equal, giving priority to supporting females' progression (DPP, 2017); this is no longer the case as female attraction has become stagnant (DPP, 2022a).  

Increased workload and home pressures during the pandemic have enhanced inequalities for women in the workplace, causing females to exit the workplace early (Masterson, 2020). Building female representation at senior levels, creating development opportunities, and promoting flexible working (Deloitte, 2021) will assist DPP in crafting inclusive workplaces. 

If DPP does nothing, females will choose to exit the organisation, widening the gender pay gap further, subsequently impacting attraction; individuals would not consider a company that had a large gender pay gap (Schell, 2018).  

Attraction of female police officers is also a national issue; it would be shrewd not to consider how the increased negative media has impacted individuals' policing perceptions.   

[bookmark: _Toc100083175]3.3 Public perception  

Since the recent failure of the Metropolitan police, policing is constantly under the microscope from UK, media heavily impacting public confidence and legitimacy (Dodd, 2021). To increase public confidence, HR must influence a culture transition by creating strategies where it is acceptable to report colleagues for inappropriate behaviours (BaMaung, 2021).   

Low public confidence will impact attraction to DPP, as negative reviews on social media can taint future candidates’ views (Farrand, 2018). HR will need to consider how to respond to media coverage both internally and externally to minimise risks.  

[bookmark: _Toc100083176]3.4 Future generation   

Home learning during the pandemic may cause current school-age children to obtain lower skills (Coughlan, 2020) and around 10% of UK individuals in 2021, aged 16-24 were not in education, employment, or training (ONS, 2021).  DPP currently expect candidates to have qualifications on application.  Activities should be undertaken to broaden the DPP talent pool, creating career pathways with a timetable of learning opportunities (Sher, 2020). DPP currently recruit apprentices, although the learning programme differs departmentally and fulfils the organisation's needs rather than the learner; connecting learning to future skills would be beneficial for apprentice and DPP.   

Succession planning identifies business-critical roles, developing individuals to fill these roles (CIPD, 2020b); this is integral for increasing female representation and recruiting future generations at DPP. Currently, this activity is undertaken for police officer roles with little consideration given to the support functions provided by police staff; it relies on the assumption that the hierarchical structure organically creates future leaders with the right technical skills, although these individuals are still subject to a recruitment process and may not to appointed to the role despite being heavily invested in (DPP, 2021b).
   
[bookmark: _Toc100083177]4. Conclusion 

The external environment should heavily impact organisational and HR strategy, to remain competitive, especially within a tight labour market. Although PESTLE analysis provides a framework to assess the external environment, this should be undertaken in conjunction with models that assess the internal environment to ensure the organisation can react.

DPP face several future social and economic challenges. Emphasis should be given to ensure HR strategies embed future ways of working to retain employees, management of employer branding and widening access through entry-level roles or upskilling. 

Although reactive to some external factors, DPP lack in-depth future planning from a HR perspective and is sometimes reactive, failing to have a long-term vision for police staff roles, as succession planning activities concentrate on police officer roles.  

The rising cost of living will cause employees to review their salary against other organisations, causing a loss of talent. With tight public sector budgets, further expenditure on EE initiatives may be limited. Promotion of non-monetary employee benefits using appropriate communications is key to retaining talent. 
[bookmark: _Toc100083178]5. Recommendations  

Creative recommendations have been made and presented as part of this report. Appendix 1 details an action plan to support their implementation. 

[bookmark: _Toc100083179]5.1 Recommendation 1 – Improve succession planning capabilities 

Current succession planning activities concentrate on police officers and ignore police staff support functions. Forecasting future skills needed for these departments, will allow DPP to adapt to external environment trends.   

Netflix regularly took time to envision where it would be in six months and the skills that would be needed to succeed; this approach caused market share growth (McCord, 2017). DPP need to predict a future organisation and the skills required to deliver services to the public; identified skills must feed into the LD strategy for workforce upskilling and recommendation 2 of this report. Relevant stakeholders should comment on what a career pathway looks like for their business area.  

The cost of not implementing this recommendation will hinder DPP's ability to react to external changes, reduce employer branding and lose high-performing talent who are not developed.  

[bookmark: _Toc100083180]5.2 Recommendation 2 – Re-design the apprenticeship programme   

To ensure DPP attract talented apprentices, the programme needs to be attractive, infused with learning opportunities. The current programme lacks connection to DPP's future requirements.   
Hywel Dda University Health Board have fully encapsulated this, providing a clear apprenticeship pathway to become a nurse through their apprenticeship academy (HDUHB, 2022). Although not suitable for the police officer role, it should be used for technical roles in IT and scientific support. 

The cost depends on the chosen qualifications and what government funding streams are available to subside any costs, varying for each apprentice. Collaboration with education institutes could enable a bespoke learning programme specifically for DPP needs. Other costs include salaries relating to HR for succession planning and creation of a recruitment and selection attraction strategy; and learning and development, for identification of career pathway, qualifications, and relevant funding streams

[bookmark: _Toc100083181]5.3 Recommendation 3 – Creation of a dedicated employee intranet page  

The soaring cost of living and potential service demand increases may negatively impact EE and morale, subsequently impacting HR retention strategy. Spending of the budget must be in the public's best interests, therefore increasing EE cannot be achieved with grand gestures. 

DPP already have people-orientated policies in place therefore internal communication methods should be used to remind employees of the support available. The creation of a dedicated intranet page for employees will allow DPP individuals to source information from one place; relying on search functionality would assume employees knew what they needed, and this is not always the case. Scotmid Coop has an employee hub providing a single place to source people-related information (Scotmid Coop, no date). The cost of implementation is minimal as the system already exists and the content is already available online. 
The information available on this page will include LD opportunities, flexible working, and recognition of successes. Other employee benefits, linked specifically to the current external environment, should be highlighted: Occupational health services, employee discount schemes and signposting to external websites for financial and wellbeing support.   
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	Ref: 
	Recommendation
	Key Action
	Person Responsible
	Resources Required
	Strategic Impact

	1.
Improve succession planning capabilities
	Seek views of departmental leads on where succession planning roles and/or skills would be beneficial
	(1) HR 
	- Creation of focus groups will key department leads
- room booking / remote access 
- HR admin to undertake minute taking to capture key points.

	Undertaking focus groups will allow cross-departmental discussion and information sharing for wider organisation impact.

	
	Creation of fair and transparent succession planning process
	(1) HR
	- dedicated time given to HR to research best practice and creation of DPP process 
-  Senior stakeholder buy in 
	Creating a structured process for identifying pathways, will allow others to undertake the process when required. A fair process will ensure trade union and police federation buy-in. 

	
	Communicate the process
	(1) HR (2) Internal communications lead
	- Results should be presented to Senior stakeholders to inform decisions
- Results should be communicated force wide.
- Any impact to current individuals should be communicated openly. 
	Feeding the survey results back to the organisation will improve employee morale and confirmation that pathways will be created, supporting learning and development of employees.

	2.
Re-design the apprenticeship programme
	Seek views of current/previous apprentices on the programme offered to them 
	(1) HR (2) Communications team (3) Learning and Development
	- Creation of an online survey – HR and Learning and Development teams 
- Communication team to share the message on why the survey has been created
	Feedback should inform decisions on a new learning programme – evidence-based strategy. 

	
	Analyse the results
	(1) Nominated researcher analyst or automated (depending on survey)
	- Dedicated time afford to critically analyse the survey respondents’ views
	Strong analysis of survey data will allow strategic decisions on what an apprenticeship programme should look like. 

	
	Feedback results
	(1) HR
	- feedback results to participants

	Feeding the survey results back will improve employee morale and impact internal employer branding.

	
	Benchmark 
	(1) HR
	- dedicated time to review other apprenticeships on offer – in all sectors not just policing or public sector
	Best practice and learning any lessons learnt – time efficiencies for DPP. 

	
	Qualification’s search
	(1) Learning and development
	- search for relevant qualifications which add value to specific departments (linked to recommendation 1 focus groups). 
- foster good working relationship with education providers 
	Long-term partner working: build a long-term employer brand to be advertised to entry level leavers (future candidates). 

	
	Re-design the learning programme
	(1) HR (2) Learning and Development
	- dedicated time to create a new programme  
	

	3.
Creation of a dedicated employee benefits intranet page
	Review content available and determine what should link to a dedicated page
	(1) HR
	- dedicated time to review current content 
- link in with Occupational health unit and employee relations colleagues
	Gather a holistic approach of all the information available to inform what should be included on the new site.

	
	Locate external links for signposting
	(1) HR 
	- speak with internal stakeholders to highlight key websites for signposting. 
- undertake review of external sites for suitable information sites to share. 
	Signposting to external information will continuously be updated with latest information, therefore removing the need for DPP to stay on top on some benefits which will assist employees. 

	
	Create the dedicated page
	(1) HR (2) IT 
	- IT to create the landing page template
- HR to design content and page
- all information is already on the web page – just bringing altogether to one single site
	Improve internal employer brand and improve employee engagement. Assist with retention of employees in a tight labour market. 

	
	Launch new site
	(1) HR (2) Communications team
	Full launch of new site force wide
	Force branding to create awareness. Link to basic HR principles of engaging the workforce and putting people at the heart of what we do. 
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