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Executive summary 

This report provides an analysis and critical evaluation of the PESTLE business tool and its usability and applicability to the food manufacturing and distribution company, Castell Howell. The report also makes reference to SWOT analysis as an additional tool, dovetailing to PESTLE, for the purpose of planning corporate and people management strategy. 

The PESTLE tool presents numerous benefits for organisations. It offers a detailed framework for analysing external factors, political, economic, social, technological, legal, and environmental that can affect business operations. This structured method enables businesses to foresee potential risks and opportunities, supporting long-term strategic planning. By gaining a clear understanding of these external influences, organisations can make more informed decisions and create proactive strategies to adapt to evolving environments (Jain, 2015).

[bookmark: _Hlk193285156]Despite its benefits, the PESTLE tool also has its drawbacks. One major limitation is that it may oversimplify complex factors, potentially overlooking important nuances or variables that are crucial to the business. Furthermore, the large amount of data collected during a PESTLE analysis can overwhelm decision-makers, leading to analysis paralysis or disengagement from the process. Another challenge is that the insights derived from a PESTLE analysis can become static over time, as the external environment is constantly changing. To remain useful and effective, PESTLE analyses must be regularly updated, or they risk becoming outdated and irrelevant (Bouzid,2020).

Three important areas from 3 sections of the PESTLE are then applied to Castell Howell and the impact of these external factors on the current business are illustrated, critically analysed and explored. These are namely: 

Economic 
The key finding being that we need to ensure pay is optimum for staff retention, particularly in competitive roles.
Technological
The key finding being that we need to keep abreast of modern technology for all stakeholders.
Legal
The key finding being we need to ensure we are compliant in the face of new and emerging employment law.

The qualitative data has been taken from the current year position.

The report concludes with a set of recommendations for future corporate and people management strategy.





Recommendations discussed include: 

1. Economic: The need to examine employee benefits in light of the current economic climate and the resulting pressures on staff.  
2. Technical: The need to conduct an analysis of the currency and appropriateness of technical application within the company with a focus on the application of AI.
3. Legal: To examine the current impact of changes in employment law on the company to date with a view to monitoring and forecasting effect with a focus on managing sexual harassment in the workplace.
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Introduction 

Castell Howell is a food manufacturing and distribution company, operating since 1985 that has seen growth and expansion across Wales and beyond. It employs over nine hundred people across five sites.

The PESTLE tool is popular framework utilised within organisations for analysing the organisation and its strategic planning, marketing planning and organisational change management (Perera, 2018). Organisations must continue to adapt to the external factors and changes that could impact their operations and overall success. The PESTLE tool is used within organisations to examine Political, Economic, Social, Technological, Legal and Environmental factors which are the core of the acronym. On analysis, PESTLE is often used for strategical planning and identifying the insights into the external factors that can influence the organisation (CIPD, 2020). 


The PESTLE tool has both strengths and weaknesses in reference to strategic planning (Battista, 2022) The advantages of using the PESTLE tool is that it can provide a structured way to identify political, economic, and social factors in addition to technological, legal and environmental issue that could affect the organisations long term strategy (Bouzid, 2020). Through evaluating these factors, managers are better equipped to comply with regulations and have a positive response to any industry changes. The proactive approach and help organisations plan ahead, mitigating potential risks while taking opportunities (Indeed, 2022). Using the PESTLE tool is useful to understand the wider viewpoint in which an organisation is operating. Through evaluating the 6 categories of the tool, PESTLE can help guide managers to identify challenges and opportunities that could arise (CIPD, 2020). 

The disadvantages of using the PESTLE tool is that organisations can oversimply the analysis with the amount of data used for decision making (Perera, 2018). This could leave to oversee significant impacts on the business environment and fail to identify any other critical factors. On analysis, the processes on obtaining too much information during a PESTLE analysis may lead to an overwhelming amount of data, which can result in disengagement (Paul, 2020). In addition, the data used in PESTLE analysis may sometimes be based on information that later proves to be gratuitous or groundless, as predictions or trends can change unexpectedly, making certain insights unreliable or irrelevant. To remain valid and effective, the PESTLE analysis process needs to be repeated on a routine basis, as changes in external factors can occur quickly, and organisations must continuously reassess their strategies to stay responsive to new developments (Clarke, 2023).

Applicability and appropriateness

As stated, a PESTLE analysis examines the various political, economic, social, technological, legal, and environmental factors that could impact and influence Castell Howell business or project endeavour (Winter, 2023). Unlike the SWOT Analysis, which focuses on both internal and external factors, the PESTLE analysis evaluates only the external environment in which the business operates. Used together the two tools can promote excellent strategy and vision which can sometimes be resisted due to the longevity of the work force, the family ownership and the embedded culture.


Critical Analysis of three PESTLE factors affecting the organisation.

Economic Factors: 

Background
Economic factors within an organisation can influence business strategies, customers decisions (Francis, 2015). The prevalent economic environment is a key factor to consider and analyse since it impacts business activity and growth in a given geographical area. Economic changes can have a deluge effect affecting the local, national, and global economic picture hence exposing businesses to conflict or risk (Ekardt, 2022).  Analysing the impact of the economy on the organisation can enable an informed response of an appropriate proportion. A key economic area that has been identified through Castell Howell as an organisation is, the cost-of-living 2025. On analysis, it has been identified that it can have an impact on the employee’s welfare. An organisation operating within the food industry and a wholesaler, the cost of “essential good” has increased drastically over the last 12 months, which has a detrimental effect on their mental and physical health, their job and job satisfaction (Maunder, 2025).

Business influence and impact
With regards to the minimum wage Castell Howell currently pay £1 over the living wage and are content with this ethically but some of this is also the acknowledgement we do have to additionally compete with other businesses, some particularly close to us as we are positioned on Cross Hands Food Park.

External impacts of the increases would relate first and foremost to the butchery section. It is challenging to source and retain trained butchers in the area. It is a competitive labour area for our product lines and the organisation need wages to be competitive. With the NI increase and Tax threshold change looking to cost the business over £250,000 per year with, according to our current payroll data, 900 employees, any additional increases to wage would impact on profit. The organisation would not be in a position to offset this by reducing individual’s hours as the need for the majority of employees to work full time as far as reasonably possible due to business demand and growth. The data illustrating 70% full time to date.
 
Employee influence and impact
To expand on job satisfaction, employees feel less satisfied with their jobs if their income does not maintain the pace with inflation (Doerr, 2018). Employees who struggle financially may feel a sense of dissatisfaction within their role which may lead to disengagement from the organisation (Beevers, 2019). The lack of job satisfaction and disengagement can have an impact, as disengaged employees are more likely to have low productivity, motivation and potential of seeking a job elsewhere with enhanced pay or benefits. 

In addition, the cost of living can create a toxic workforce, with a higher turnover of employees which has a cost to the organisation (Kusy, 2009). Should Castell Howell experience a high turnover of employees, the organisation will have to invest in recruitment, onboarding and the training and development of employees. In addition to the cost that’s that are associated with the employee turnover, Castell Howell run the risk of losing employees who have industry knowledge and experience should the employees leave the organisation. Therefore, organisations that do not support their employees through financial changes, risk losing well established employees and core industry knowledge (Coleman, 2023).


Technological Factors: 

Background
Technological factors within an organisation can constantly reshape businesses, customer behaviours, and have both positive and negative effects on the organisation. These factors relate to technological advancements and improvements. It is important to understand and analyse the fact that new technologies could present both risks and opportunities for businesses (Bititci, Umit & Spanellis, 2023). 

For example, some technologies may facilitate business activities, while others could burden them or even render certain business operations obsolete. E-commerce technology, such as online shopping platforms, has significantly changed consumer shopping habits and the timing of purchases (Bernd, 2024). Castell Howell has experienced similar changes with the increased use of mobile banking and payment options, enabling both the organisation and its customers to pay invoices and bills more efficiently. 

Influence and impact
Castell Howell has incorporated the use of handheld devices for stock control, form filling, and quality assurance (QA) checks, which has streamlined operations and improved accuracy. Microsoft Teams has become a central communication tool for meetings and group chats, enhancing collaboration across departments and remote workers. Furthermore, Castell Howell employs maintenance software packages to track and manage equipment maintenance, ensuring that assets are kept in optimal working condition, reducing downtime and improving efficiency. These technological advancements collectively contribute to the company’s operational success, enabling it to stay competitive and responsive to both customer and internal needs (Solutions, 2023). 

Castell Howell has experienced similar changes with the increased use of mobile banking and payment options, enabling both the organisation and its customers to pay invoices and bills more efficiently. In addition, the implementation of invoicing and payment software, such as sage, has significantly accelerated the invoicing process. These software solutions enable seamless and faster invoice generation, real-time payment tracking, and quicker reconciliation of accounts. By automating many manual processes, these tools have enhanced efficiency, reduced errors, and improved cash flow management for the organisation, ultimately benefiting both Castell Howell and its customers in managing financial transactions more swiftly and accurately.

Technology has already impacted employees, particularly those in certain age demographics who have witnessed significant digital advancements over the past two decades. This rapid change has presented challenges, especially for employees who may not have developed the necessary digital skills during their primary and secondary education. Additionally, the shift to more sedentary roles has led to changes in wellness and sickness dynamics (Carr, 2023). 

Castell Howell has had to invest in training employees to improve their technological knowledge and competency in using new systems (Roberts, 2024). The organisation has borne the financial cost of employee training, including the cost of external trainers and the development of internal training packages. Adapting to these changes has had an impact on employee confidence, as change can be difficult and cause anxiety.

The organisation has been impacted by these technological shifts, especially since the COVID-19 pandemic, which led to a decrease in foot traffic at the Cash and Carry depot. To maintain sales, Castell Howell had to implement alternative strategies (Winder,2020). One such strategy was the introduction of a ‘click and collect’ system, which allowed customers to place orders online and select a collection date, rather than visiting the Cash and Carry in person. The IT department was responsible for launching this mobile and online ordering system and dealt with any issues that arose in a reactive manner. The department felt significant pressure during the pandemic, as any failure of the system could have resulted in a loss of customers and sales (Roberts,2024).


Future considerations

Other technological considerations include artificial intelligence (AI), the Internet of Things (IoT), and advancements in marketing and logistics (Leonardi & Neeley, 2022). The use of AI within Castell Howell has increased. For example, the company has been influenced externally to adapt its purchasing system, Lady Lodge. The implementation of this system could benefit the Telesales department by reducing overhead costs. If the board approves these changes, there could be savings and the potential to redeploy three employees. Enhancing the Lady Lodge system could speed up the purchasing process for customers and improve order accuracy by predicting future orders.

Analysing the technological landscape is crucial for organisations to stay current with technological advancements. Technology can bring efficiencies and savings or, conversely, lead to significant costs, making analysis indispensable (CIPD, 2020). It is essential for organisations to communicate with customers through the most appropriate and effective medium to maintain customer relationships and retain business (Invenisis,2020). Failure to communicate effectively could result in the loss of customers and harm the organisation's reputation.


Legal factors: 

Background
The analysis of current and impending laws and regulations is critical in understanding how they impact an organisation’s operations. For instance, unique legislative policies can be enacted that affect business practices (Jones, 2024). This highlights the importance for businesses to stay informed about the laws and regulations they must comply with in order to avoid legal challenges. Understanding these laws is essential for compliance across all areas of operations, and such analysis can influence manufacturing, sales processes, and enhance trust in the Human Resources department (CIPD, 2020).

Impact
A relevant example within Castell Howell is the recent update to the legislation on Sexual Harassment. The Sexual Harassment Act was updated in October 2024 (CIPD,2024). According to People Management, sexual harassment can often be concealed within organisations where a lack of awareness among employees prevents them from recognising what constitutes harassment or when it occurs in the workplace (People Management, 2020). This emphasises the importance of the new legislation and the need for the board of directors and management to understand what is deemed as sexual harassment. 

Future considerations
The Human Resources function must take the lead in ensuring that any grievances or complaints are addressed promptly and comprehensively to prevent discrimination. Castell Howell collaborates with external solicitors to ensure competent input on employment law. However, the organisation has been impacted by this change in legislation due to a lack of awareness among the management team. There is concern that the organisation is not fully equipped to handle sexual harassment cases effectively. To address this, it is essential to examine resources from CIPD and ACAS, along with legal updates, to ensure compliance with mandatory requirements and best practices (Lewis et al., 2023).

The recent changes in flexible working legislation have placed additional pressure on the HR department, as it now faces a higher volume of requests, leading to an increased workload due to the new regulations (CIPD, 2024). 

As with other PESTLE factors, the legal environment can have both positive and negative impacts. Laws relating to health and safety, food safety, labour, employment, discrimination, and intellectual property can significantly affect the organisation. During the analysis, it is also important to consider potential ethical and unethical external forces. Castell Howell is already feeling the impact of changes in employment law, particularly due to the increase in flexible working requests. The requests have increased by 10% since the new legislation changed. This has created challenges in terms of time and resources, as the HR department must manage the receipt, consideration, decision-making, and communication of these requests.




Conclusion  

The application of the PESTLE model provides a solid foundation for strategy development within any organisation, including Castell Howell, as demonstrated. It is crucial for Castell Howell to embrace change and continually strive to enhance its performance. Utilising the PESTLE tool enables the organisation to identify and manage potential threats and opportunities in the external environment, allowing for the implementation of effective solutions (CIPD, 2020).

From the analysis of the PESTLE factors, it is clear that Castell Howell needs to focus on developing corporate and people management strategies in three key areas:

First, it is important for the organisation to stay up to date with changes in employment law. Castell Howell should ensure it is aware of current and proposed legal changes, and have the necessary resources and plans in place to ensure compliance. These plans should not be developed in isolation but should involve collaboration between relevant individuals, leadership, and the board to account for all influences and impacts. A SWOT analysis, paired with the Deming Cycle of Plan, Do, Check, Act, would be beneficial in formulating such plans (Deming, 2000).

Second, the economic impact on employees, both locally and globally, needs to be assessed, particularly in terms of pay, company benefits, and the risk of employees being lured away by competitors. Castell Howell should carefully consider the potential threat of staff seeking monetary incentives elsewhere and take steps to mitigate this risk. Researching and benchmarking similar organisations will provide valuable insights into industry standards and help inform the company’s approach (Armstrong, 2020).

Third, Castell Howell must stay ahead of technological advancements by evaluating the current technological landscape against future possibilities. The aim should be to ensure the company continues to work efficiently and remains in line with expectations for 2025. Conducting a gap analysis will help identify any areas for improvement and ensure the company remains competitive and effective in the long term (Westerman, 2020).

In conclusion, by regularly integrating PESTLE analysis into its strategic reviews, Castell Howell can better respond to external changes and secure long-term growth (Charters, 2020).


Recommendations 

Legal: 

In light of recent changes to legislation, particularly the Sexual Harassment Act, it is imperative for Castell Howell to enhance its legal compliance and employee awareness programmes (GOV, 2024). It is recommended that the company engage external suitably qualified and experienced professionals to deliver sexual harassment training to management. This training is essential for ensuring that the organisation not only complies with relevant legal standards but also moulds a workplace culture that prioritises respect and inclusivity. Managers within an organisation play a pivotal role in managing employee relationships and are also in positions of trust and authority (CIPD, 2023). It is therefore essential in order to achieve compliance, that managers are adequately trained to identify, prevent, and address any harassment claims in line with current legislative standards. They also need to understand their own role and expected behaviours of themselves and colleagues (ACAS, 2023). Engaging external professionals to deliver this training ensures that management receive expert guidance drawn from credible sources thus minimising the risk of non-compliance.

It is recommended that sexual harassment training be delivered to all managers in the next quarter. Training should also be provided following any reported incidents or complaints of sexual harassment within the organisation. This allows management to reassess their approach, identify any gaps in understanding, and reinforce the company’s commitment to maintaining a safe and respectful environment. Additionally, should there be any changes in relevant legislation or company policy, timely training updates are necessary to ensure compliance and continued awareness (Harris, 2020).

The Human Resources department should take the lead in ensuring that all employees are fully informed about their rights and responsibilities, working to a more inclusive and legally compliant organisation. This can be achieved when onboarding, inductions, by using all forms of communications such as board and team briefs, briefing papers, tool box talks, Q&A sheets, power point presentations, workplace posters. 

The costs associated with engaging external professionals to provide sexual harassment training will vary depending on several factors, including the number of managers to be trained, the length and scope of the training sessions, and the expertise of the trainers. On average, the cost for a one-day training session for a group of managers can range from £2,000 to £3,000. 

There will also be indirect costs to consider, particularly in terms of the time spent by management away from their regular duties during the training.

Costings: 

5 days at the cost of £600 (two senior staff members from HR & H&S) to carry out the law register review and gap analysis. 
4 days at the cost of £600 to cross reference general employment law findings to any health and safety interfaces.
2 days for formulation of the communications around sexual harassment.
1 day at the cost of £600 for both managers to present findings in a report for the board
1 day at the cost of £2,000 of external employment solicitors training senior management team on sexual harassment as the priority. 

Total £9,200



Economic: 

Given the rising cost of living and its detrimental effect on employee welfare, Castell Howell should consider introducing a more robust employee and reflective welfare programme. This could include the introduction of workshops on financial education and money management and even consideration towards the introduction of an Employee Assistance Programme (EAP) Evidence to support this has been seen in an increase in employees asking for an advance on their wages from payroll staff. 

The importance of financial wellbeing in the workplace has gained increasing recognition, particularly in light of the ongoing economic uncertainties and rising financial pressures faced by employees. In alignment with the Chartered Institute of Personnel and Development (CIPD) guidelines on wellbeing, it is crucial for the organisation to address financial health as an integral component of employee wellbeing. This report recommends that the company engage external financial advisers to educate staff on financial management. Such an initiative will not only align with CIPD’s broader wellbeing strategy but also contribute to enhanced productivity, morale, and long-term employee retention (CIPD, 2024).

To ensure the effectiveness of the financial training, the organisation should engage reputable external financial advisers who specialise in workplace financial education. The advisers would be experienced in delivering educational content that is relevant to the employees, covering topics such as budgeting, saving, pensions, managing debt, and planning for retirement. The external advisers would offer a series of, workshops, and one-to-one consultations tailored to the organisational needs. By providing a variety of delivery formats, the company can ensure that employees have access to the resources and information they need in a manner that suits their schedules and learning preferences (Zillich, 2023). 

Furthermore, the financial education training should be integrated into the company’s broader wellbeing strategy, as outlined by the CIPD. (CIPD, 2024).

It is also advisable to incorporate financial education into the onboarding process for new employees. By providing this training early on, new hires will have the tools to establish good financial habits from the outset of their employment. This early intervention can prevent financial concerns from escalating into larger issues later in their careers and sets a positive tone for the company’s commitment to employee wellbeing.


Costings: 

3 days at the cost of £450 (one senior staff member, one junior) to carry out the analysis of existing employee benefits and assess the value they currently add.
2 days at £150 to explore the feasibility, source and costings of employing external training providers to deliver financial education and financial management workshops.
4 days at the cost of £300 to carry out the cost benefit analysis of new benefits and draft presentation.
1 day at the cost of £300 to present findings and recommendations to the board.
2 days of workshops running at a cost of £2,000 (2 needed due to shift work).

Total £5,150







Technical: 

The rapid advancement of Artificial Intelligence (AI) has transformed numerous industries, offering businesses significant opportunities to enhance their operations, processes, and improve customer experiences. As AI technologies continue to evolve, it is essential organisations equip the workforce with the necessary skills and knowledge to effectively leverage these tools (Nutter, 2024). 

This report outlines the need for AI training for staff, the key components of such a programme, and the associated costs. By investing in AI training, organisations can ensure they stay competitive in an increasingly digital and automated world, while empowering employees to work effectively alongside AI systems. A lack of understanding and familiarity with AI could lead to underutilisation of its capabilities or, in some cases, the incorrect application of AI technologies (Great Place to Work, 2024).

Castell Howell being a food manufacturer as well as a distributor can benefit, for example, from new product development, ingredient innovation and reductions in waste that AI can bring. The customer experience can also be enhanced by developing improved chat box. 


Given the complexity of AI, it is recommended that external experts and organisations with specialised knowledge in AI deliver the training. The HR function can play a key role in tailoring the training to the specific needs of different teams and individuals within the organisation. This can be achieved by pinpointing the desired learning outcomes to the chosen provider. While external experts will provide the technical depth, managers should ensure that the training is relevant to the organisation's goals and that it is aligned with the company's strategy for AI integration.


Costings: 
 

5 days at the cost of £300 (one senior staff member) to explore and pinpoint the desired learning outcomes for initial training in AI across the company.
2 days at the cost of £150 for a staff member to source suitable providers with costings.
2 days at the cost of £300 to collate findings and recommendations into a cost/benefit report to be sent to board members.
2 days at the cost of approximately £1,000 for delivery of AI training.

Total £4,400
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