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1) [bookmark: _Toc214811227]Executive Summary 

The following report provides an introduction of the suitability of the PESTLE tool and a critical analysis of three PESTLE factors that could impact South Wales Police (SWP) internally and externally as a result of the Government’s Make Work Pay plan. The three PESTLE factors analysed are Legal, Technological and Political. 

The Legal factor analyses the impact the Employment Rights Bill proposals, specifically in relation to unfair dismissal claims being a right from the first day of employment. The report has examined the Technological factors impacting the organisation, in the context of the proposed changes to surveillance technology and HR systems that need to be compliant with the plan’s proposals. The final factor analysed, as outlined in the plan, is the Government’s commitment to improving workplace equality, through additional organisational measures including the creation of action plans.

The report highlights the potential impact the external changes may have on SWP’s decision making, competitive advantage and long term sustainability and as a result, makes three recommendations for the senior management team to consider implementing within the organisation. These include, creating mandatory ‘new starter’ training programmes for line managers, arranging development days to support the professional development of women and establishing a task and finish group  to review the Force’s HR and Payroll systems in light of the anticipated Employment Rights Bill changes. 



2) [bookmark: _Toc213789561][bookmark: _Toc214811228]Introduction 

A PESTLE tool is a useful framework to examine external factors (Political, Economic, Social, Technological, Legal and Environmental) that could impact an organisation. The tool evolved from PEST to PESTLE when Legal and Environmental were added in the 1990s. STEEPLE, the most recent acronym includes ethical matters. It has been argued that additional macro factors such as globalisation, international labour markets and aging population should be added, creating the acronym ELDEST PIG (Perkins and Taylor, 2021a). 

CIPD (2025c) outlines the PESTLE tool’s advantages as a simple tool to detect broad trends and guide leaders’ strategic decision making, noting regular analysis is necessary to be effective. There is a risk that organisations capture too much or insufficient data, based on unfounded assumptions. Murat and Tugberk’s (2020a, p. 336-357)  analysis of PESTLE suggests the tool can effectively influence  strategy and sustain competitive advantage as the model allows early signalling of threats with potential to exploit into opportunities.

PESTLE is widely used across sectors. College of Policing (CoP) (2022) promotes using the tool and explains when well applied, it provides a foundation to 

inform organisational development. The better a force understands itself and its environment, the more likely its performance and strategy will be effective. When producing a force management statement, which is integral to forces’ strategic, financial and planning process, His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services (2022) recommends adopting the PESTELO tool to predict factors which may influence demand, capability and decision making. The addition of the Organisational (O) assesses internal strengths, weaknesses and capabilities in response to external opportunities and threats.

Alternative strategic management tools include SWOT analysis. SWOT analyses internal Strengths, Weaknesses as well as external Opportunities and Threats. A simple strategic planning aid that enables managers to build on opportunities and strengths and reduce future threats. SWOT shares some disadvantages of PESTLE including over simplifying or collecting too much data for good decision making (CIPD, 2025d). 

French and Rees (2022) state that whilst a PESTLE analysis is useful, strategic planning is improved by combing it with other planning tools, such as SWOT analysis. Murat and Tugberk (2020b, p. 336-357) argue that all management tools have advantages and disadvantages. A PESTLE analysis is crucial in strategic management but its efficiency is maximised when used with other management tools. They advocate the best solution is to combine strategic management tools with organisational  aims, which SWP should consider in their strategic planning.



3) [bookmark: _Toc213789562][bookmark: _Toc214811229]Main Findings 

[bookmark: _Toc213789563][bookmark: _Toc214811230]3.1) Legal Factor

The Government’s Make Work Pay plan proposes extensive changes to employment rights. The changes include making unfair dismissal claims a right from the first day of employment, subject to a probation period which is proposed as 9 months. These changes are expected in 2027 (CIPD, 2025a).  The Bill is being debated between the House of Lords and Commons, with the House of Lords again rejecting day one protection and voting for a six month qualifying period as a compromise from the current two years. The Bill will return to the Commons for further debate (Scott-Dye, 2025). Regardless if the Bill introduces day one or six months rights, SWP must prepare for the impact.

Whilst SWP is a public organisation, policing is unique as police officers are not employees, rather are servants of the Crown. Therefore this legal change will not impact SWP in relation to officers, as they are not offered protection by this employment law (Gorvins Solicitors, no date). However, the Bill will impact the rights of staff.

Poor hiring decisions could become more costly, with poor decisions costing 

between 50-200% of the first year salary, with soft costs more significant (Grigoryev, 2006). Sources advocate that businesses examine the following if the Bill is introduced; enhancing pre-employment checks, reconsidering temporary contracts, reviewing and strengthening recruitment procedures, (Crossland 2024; McGrory 2025). This is  supported by Mayne (2024) who suggests day one rights will make employers more cautious, introduce more robust recruitment stages, reference processes and prompt more background checks. Research warns, even with a statutory probation period, it will be harder to dismiss employees, thus appointing the best candidate for the job becomes critical. Boxall & Purcell (2008) recognise that unreliable selection processes are a fundamental issue, finding better performance assessment techniques will improve the identification of the best candidate. 

Policing is a heavy user of fixed term contracts and therefore the Bill’s introduction could impact SWP’s competitive advantage. Between 2021 to 2022, policing spent around £82 million on temporary staff (Jacques, 2022). Temporary contracts are utilised to provide  specialist skills, projects and occasionally to screen individuals prior to permanent recruitment. Fixed term contracts can be favoured by employers when the future is uncertain (Perkins and Taylor, 2021b). A positive impact 
of day one rights for SWP is that short term contracts may become more attractive to experienced candidates in permanent roles elsewhere, previously unwilling to risk losing existing protections, which could broaden the recruitment pool to secure the best talent and improve recruitment into hard to fill, specialised roles (Merritt, 2025). 

Negatively, an unintended consequence of the Bill is the adverse impact on individuals considered higher risk, such as young workers or those long-term unemployed (Willmott, 2024). CIPD (2025b) argues that employers may be disincentivised to hire those who require more support, with a fifth of employers reporting they will be less likely to recruit from these groups as it will be harder to dismiss those who underperform and more inclined to hire candidates with proven track records. SWP should be cognisant of this attitude to ensure we maintain an inclusive, diverse organisation reflective of our  communities, as per our Strategic Equality Plan (SWP, 2024b) and be mindful that discriminating on a protected characteristic, would break the law.

The Bill proposes a 9 month statutory probation period where employers will be able to use a simpler process to dismiss an individual who is unfit for the job (GOV.UK, 2024). SWP utilises a six month probationary period to monitor initial performance, which can be extended to 9 months (SWP, 2024a) but under new legislation probation will be different, individuals will have some rights, although reduced. The major legislative impact of this change on SWP’s long term sustainability is the need to ensure line managers robustly implement internal processes, rather than merely paying them lip service. HR professionals have a role to play in upskilling managers to handle performance issues. Even the best HR policies, if they are not implemented are of little help. Studies cite that HR initiatives could improve line managers’ execution of policies such as in-the-field HR specialists, proactive engagement, CEO role modelling and even pressure. The lesson SWP should take from these studies is to 
ensure we appoint managers with the right people management attitudes to implement policies effectively  (Soliman, 2024; Trullen et al., 2016).

To prepare for the Bill, Clemo (2024) suggests organisations specify clear performance expectations, consider line managers’ skill sets and training needs. From February 2025 to date, SWP employment tribunal (ET) claims have all been made by police officers, with the exception of one who withdrew (SWP, 2025a). In the last 10 years, SWP dismissed 19 staff under two years’ service (SWP, 2025b). Whilst a small number, managers must understand how to undertake unbiased and reasonable processes to minimise the organisation’s legal risk (Huttley, 2025). Wren (2025) forewarns, as the Government plans to double the tribunal claim time limit and introduce day one rights, employers can expect a higher number of claims. SWP works to a set budget and cannot waste it on tribunal claims. Costs would impact the Force budget which could impact essential police services. Therefore, it is vital SWP mitigates the risk of increased costs, an ineffective workforce, reputational damage and staff ET claims caused by ineffective line management. 


[bookmark: _Toc213789564][bookmark: _Toc214811231]3.2) Technological Factor

The rate of technological change is accelerating and the Make Work Pay plan acknowledges the potential impact on organisations. The plan proposes significant change in relation to workplace surveillance technology. It recognises that utilising technology has the potential to bring organisational benefits. AI tools for example, have huge potential to improve productivity but may put jobs at risk. The plan encourages organisations to update their HR systems to comply with the new regulatory requirements proposed in the Employment Rights Bill (ERB) (The Labour Party, 2024a).  

Employee monitoring has risen with the increase in remote working, to manage productivity and performance (Okoone, 2025) but must be for a legitimate reason and comply with General Data Protection Regulation (McArdle, 2021). Forces use surveillance techniques to monitor performance. Greater Manchester Police (GMP) (2025) undertook a surveillance operation to remove poor performance and identified 26 employees falsely appearing to be working by holding down laptop keys, known as key jamming. As a result, GMP revoked home working. SWP undertook its own investigation, in one case, an officer was found to be ‘key jamming’ for 161 hours, which led to immediate dismissal (SWP, 2025d). This could suggest  SWP has a wider leadership issue and that managers need to adopt greater scrutiny over their team’s productivity. If SWP considered revoking home working, it should seriously be considered how this may impact the employee lifecycle, from attraction to retention. Removing flexibility will affect SWP attractiveness, CIPD (2025f) cites over 1 million people have changes jobs due to lack of flexibility. 

The development of technological techniques will increase the ability to monitor employees. As illustrated above, surveillance techniques can be beneficial to monitor  productivity. However, the plan proposes that new surveillance technology will require 
consultation with trade unions which could deter employers introducing new techniques (Chegwin and Rayner, 2025). Surveillance monitoring is stated in SWP Laptop Usage policy but this is not widely publicised in the organisation and therefore this change is likely to have an impact. Going forward, consultation with unions and 

workers will draw greater attention to any proposal, which may adversely create a culture of distrust, increased stress and disengagement (Morris, 2025).  A survey of 750 workers revealed that 50% would rather resign than be monitored by their employer (Morgan and Nolen, 2023). SWP HR professionals should reflect on this data and whether employee monitoring is effective in managing employees, especially given the increased scrutiny and if the benefits outweigh the disadvantages.  CIPD (2022) suggests that where organisations use surveillance, HR should be proactive in seeking employee views and play a central role in decision making, drawing on their knowledge of the impact it may have on culture and employee relations. 

The Government’s plan acknowledges that AI could increase productivity, boost wages and empower workers but notes that it could endanger jobs. The ambition is to ensure workers have better quality jobs (The Labour Party, 2024b). This is  supported by the Department for Science, Innovation and Technology (2025) in their  ‘AI Opportunities Action Plan’, encouraging the public sector to scale AI, to boost productivity and improve service delivery. West Midlands Police (2025) introduced AI in their Public Service Centres to prioritise the most vulnerable and automate administrative tasks. This investment enabled the Force to become the fastest in answering emergency calls in the UK. SWP can apply learning from case studies to implement technology in a more cost effective way which in turn, could support long term sustainability and put SWP in a better position to meet targets.  

Make Work Pay proposes 28 changes to employment law, including changes to flexible working and zero hour contracts (CIPD, 2025e). The accumulation of these reforms will impact SWP HR systems. To build a strategic advantage, Courquin (2025) encourages immediate HR action to review and upgrade systems to meet new regulations, minimise disruption and errors. In 2012, SWP implemented Unit 4’s ERP system with the aim of creating an employee golden record, encompassing finance, HR, payroll and rostering. This was a major improvement on the inefficiencies of previous fragmented, separate systems (Unit4 Communications, 2021). However, many cite the current system as insufficiently sophisticated to deal with complexities and policy changes (SWP, 2024f). Avensure’s CEO recommends organisations review the timeline of the ERB, strategically prepare for the short and medium term changes and align systems with the new rights. Budget needs to be allocated to upgrade systems and ensure compliance (ICAEW Insights, 2025). 

To avoid oversight in decision making, SWP need legal expertise to evaluate current systems’ compatibility with  the new legislation. Training employees about new requirements is also important to mitigate legal risk.  Mitchell (2025) states that organisations must guarantee systems can report on new requirements and that good record keeping is imperative to defend ET claims and demonstrate compliance. However, the challenges of implementing new HR systems should not be underestimated. Challenges may include resistance to change, budget pressures and ensuring the correct provider is selected to meet requirements (Forbes, 2024). 





[bookmark: _Toc213789565][bookmark: _Toc214811232]3.3) Political Factor 

The Government agenda is committed to improving workplace equality as outlined in Make Work Pay.  The plan represents a significant step forward for gender equality at work. Its measures include a duty for organisations with over 250 employees  to provide detailed action plans on how they will improve gender equality and  support employees during the menopause (Department for Business and Trade, 2024).  Employers are encouraged to voluntarily adopt these changes from April 2026 but they are expected to become mandatory in 2027 (ACAS, 2025). These reforms are still going through parliament but the political direction is clear. 
 
This political factor impacts SWP as it highlights more needs to be done to improve gender equality within the force. SWP serves a community that is 51% female. Of SWP’s 48% female workforce, 61.6% are staff and only 37.1% officers. SWP’s ambition is that our workforce reflects our communities, with all areas reaching a 50/50 gender mix. Research suggests a gender diverse workforce builds stronger community relationships, de-escalates conflict and improves public confidence  (Charman, 2024).  From 1998 to 2024, the percentage of female new recruits rose  from  29% to 46%, showing strives but slow progress (SWP, 2024c). To meet SWP’s vision to be an outstanding police service, trusted by our communities (SWP, no date) additional action is needed to balance the gender of officers and to increase female representation in senior roles, especially with our Chief Officer team only 12.5% female in 2025 (SWP, 2025c). SWP should consider the benefits women bring to leadership, effective problem solving, different perspectives and most importantly, inspiring others to follow (Interpol, 2023).

Helping women remain in work contributes to the Government’s ambition to improve the employment rate (Department for Work and Pensions, 2025). Dr Boag-Munroe (2019) examined women’s experience of menopause in SWP. Key findings showed 53% felt menopause negatively affected their performance, 21% felt it negatively affected manager’s views of their competence and 23% considered leaving. The absence of action plans demonstrate that SWP has work to do to support women and be recognised as doing so. CIPD (2023) warns that in organisational cultures where women aren’t free to voice health concerns, employers risk losing talented women. Women going through the menopause are often at the peak of their career and a lack of support may mean they fail to meet their potential and the organisation loses the reward. A study into the relationship between perceived employer support, commitment and retention found a correlation between employees feeling that the organisation cares about their wellbeing and a higher level of commitment and retention (Jano, Satardien, and Mahembe, 2019). Menopause affects women at a variety of ages, with more women in policing it is imperative we educate managers about support measures (CoP, 2021). Menopause action plans require organisations to think about menopause support, but employees and managers must feel safe to discuss to make a difference.  Removing the stigma, implementing policies understood by all will create a more inclusive workplace (Police Federation, 2024).

The Equality and Human Rights Commission (2018) survey revealed that over 60% of women would consider an organisation’s pay gap when applying for a job. 

A poll found that care and support were top of candidates’ lists when choosing an employer (PM Editorial, 2021). The Government’s heightened focus on gender equality and menopause support for employees may impact SWP’s ability to recruit women if competitors take advantage of this focus and use it as a marketing tool. BT Group’s new family leave policy is a good example of this in practice, offering 18 weeks full pay to any parent (BT, no date).  If prospective employees  consider our plans are not sufficiently supportive or illustrate that we are not closing  the gap as quickly  as others, SWP may find it difficult to attract female applicants. There is a strong risk that our competitive advantage will be weakened by other organisations perceived to offer superior measures and who use this in their recruitment strategy (RSM, 2025). The inability to recruit female applicants will affect SWP’s aim to reflect the community. 

SWP’s Gender Pay Gap Report 2024, acknowledges action is needed to promote women’s wellbeing and to support females (SWP, 2024d). Whilst equality is a priority area for SWP, it is not a key metric of success. Donaldson (2025) argues that the successful implementation of equality measures should be a key indicator of business success. Failure to make this area a performance measure or give the attention it needs could negatively impact the retention and development of female employees. 

To illustrate the importance, of 4000 women surveyed, 38% said they would likely leave their current employer in the next year, with the biggest reason being the lack of organisation support and culture (Haigh, 2024). Garlick (2025) advocates employers act now to retain workers, consider menopause training, review guidance, remove barriers and create comfortable work environments. SWP can be confident of a ROI based on research findings such as McKinsey (2023) who found a direct correlation between organisations with diverse executive teams and high levels of profitability, compared to those without. Organisations reaped tangible benefits such as, higher profits, robust problem solving, improved employee satisfaction, reduced absenteeism and a positive brand image. Therefore, failure to make this a performance measure could negatively impact the retention, performance, absentee levels,  and development of female employees (Suff, 2025). To be regarded as a fair and inclusive employer, representative of those we serve, ensuring long term sustainability, SWP needs a diverse workforce (SWP, 2024e). 


4) [bookmark: _Toc213789566][bookmark: _Toc214811233]Conclusion 

This report has analysed three PESTLE factors; Legal, Technological and Political, that could impact SWP and therefore influence its strategy, decision making, competitive advantage and long term sustainability, as a result of  the Government’s Make Work Pay plan. The purpose of this report is to enable senior management to make well informed decisions and consider if the Force should adapt elements of its strategy.

Research findings conclude day one dismissal rights will have a significant impact on SWP. SWP must review its policies to ensure they are fit for purpose but more importantly, ensure we equip managers with the tools and skills to correctly 

follow processes to reduce organisational legal risk. Offering line manager support should improve consistency and fairness. This is especially important given the political agenda to improve workplace equality. For the Force to be considered outstanding, more work is needed to improve equality and increase diversity within SWP. Findings illustrate how technological advancement presents organisations with both opportunities and challenges. Salient examples include the use of AI, surveillance techniques and the preparedness of systems to deal with ERB changes. SWP’s organisational strategy should embrace new technologies to boost productivity and  improve service delivery.



5) [bookmark: _Toc213789567][bookmark: _Toc214811234]Recommendations

The recommendations of this report, in order of importance are: 

1) Create a mandatory training programme for ‘Managing New Starters’. A two hour training programme, delivered quarterly by HR Advisors (HRA), to ensure managers understand expectations and responsibilities when managing new employees. The programme will provide inputs on policy, best practice and managing performance to promote a productive workforce. Legal Services will explain the legal benefits of implementing processes robustly. 


Estimated Costs (calculated on SWP salaries) (SWP, 2025e): 

· 2 working days to produce the training programme and resources to take away, calculated on HRA & SWP Solicitor salaries: £700.

· 2 hour training session delivered by HRA & Solicitor: £94 per session. 20 managers per session.

· Potential operational disruption to allow line managers to attend, alternative cover may need to be sourced. 

The impact could be measured by dip sampling probationary reports following attendance. The return on investment (ROI) could be a more engaged and accountable workforce, better execution of procedures and significantly, a reduced risk of ET claims which each typically cost the organisation £8500 (Peninsula Group, 2025). This recommendation aims to protect SWP from reputational and financial damage and ensure effective procedural management. ACAS (2024), found  targeted performance management training increased manager confidence in handling conflict and improved procedural clarity. 





2) Arrange development days to support the professional development of women into senior roles. Research suggests forces need to create a supportive culture through coaching so females feel confident to apply for promotion. Development days could include guest speakers, senior female officer participation, practical skills sessions including interview workshops. HR input would reinforce SWP’s flexible working initiatives and support for women during menopause, as an example. 


Estimated Costs:

· 2 working days for a Talent Advisor to create a development programme: £258 (SWP, 2025g).

· Public sector guest speaker: Approx. £600 (SWP, 2025g).

· Abstraction of officers attending and the disruption to operational demand.

The ROI could be measured by the number of female officers applying for and successful at promotion boards. Retaining and developing female officers is strategic to SWP achieving its ambition to build a force representative of our communities and to improve trust and confidence. This is further supported by Huff et al. (2024) whose research finds female officers are better at de-escalating situations, more inclined to report misconduct, show compassion and rebuilding police-community relationships.



3) Establish a Task and Finish Group (ICT lead, a project manager, HR, Legal Services and current system lead) to review the Force’s HR and Payroll systems to identify vulnerabilities and risks in light of the anticipated ERB changes and propose solutions. 

Estimated Costs: 

· Task & finish group’s average salary cost, 3 month project: £55, 875. (SWP, 2025f)

· Abstraction from group members’ day job and the potential impact. Prioritising this piece of work could be at the detriment of other force priorities.

Proactively reviewing systems against the ERB roadmap to establish compatibility will provide a  strategic advantage. A compliance pathway can be presented to senior leaders to align our processes with legislative changes if required. The ROI will either be providing assurance that SWP’s current infrastructure is compliant with statutory duties, or identifies that a new system is required, which could deliver efficiencies in the long term. If the recommendation is for a new system or major update, HR will need to  develop a strategy to communicate and train colleagues 
consistently across all service areas. Senior leaders should consider budget constraints if a new system is recommended and the implications on services the Force provides (McFadyen, 2025). 
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