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 Swansea Bay University Health Board (SBUHB), is a key NHS health provider for Swansea and Neath Port Talbot, catering to a population exceeding 380,000 individuals and operates within a complex landscape of governance and accountability. To try and understand the external factors affecting SBUHB, a PESTLE analysis has been undertaken focussing on the Political, Economic and Legal factors to provide a structured approach to strategic planning. Although the tools comprehensiveness may be overwhelming, by getting the right balance between depth of analyses and tangible actions, the PESTLE tool is vital to understanding emerging and current factors that can affect SBUHB. 
Within the political realm, SBUHB faces the direct influence of Welsh Government policies, exemplified by the Race Equality Action Plan, demanding demonstrable progress in addressing health inequalities. Economic pressures, particularly inflationary forces putting a strain on budgets. Additionally, legal obligations such as the Duty of Candour and Speaking Up Safely policies impose significant responsibilities on the health board to ensure transparency, learn from mistakes, and provide support to both patients and staff.
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[bookmark: _Toc152572699]Introduction
Swansea Bay University Health Board, hereinafter referred to as SBUHB is a NHS Health Board that serves the large population of Swansea and Neath Port Talbot of over 380,000 persons(Swansea Bay University Health Board, No Date.a) (ONS, 2022). The health board, hereafter shown as HB, employs over 13000 staff across three hospitals, two mental health units and numerous satellite sites across the geographic footprint (SBUHB, 2022a). SBUHB is responsible for delivering the strategic health aims set by Welsh Government (Welsh Government, 2022) to the local population and is accountable to Welsh Government and the Ombudsman, Health Inspectorate Wales (Ombudsman Wales, No Date.), in addition to adhering to employment and human rights. 
As the HB is a large and complex organisation with many intricacies, external factors can greatly affect the strategic direction and to remain agile, the HB needs to ensure that external factors are considered in strategic planning and decision making, within this report the PESTLE tool will be utilised to undertake an external analysis of factors that could affect SBUHB. 
[bookmark: _Toc152572700]What is PESTLE?
PESTLE is a pneumonic that stands for Political, Economic, Sociological, Technological, Legal and Environmental, it is tool that is used to analyse the key external factors that influences the organisation and can be used to inform strategic planning (CIPD, 2023a). The tool was first conceptualised by Francis Aguilar in the 1960s “whose expertise was in strategic planning” (Reding, M. 2021) and by utilising the tool, an organisation can “audit the external environment” (CIPD, 2023a) to scan the horizon for trends, provide insights for strategic business and workforce planning and support organisational change and the creation of policies, reports and projects (CIPD, 2023a). 
The environment “is anything outside of the of an organisation which may affect an organisations present or future activities…the environment is situational and is unique to each organisation” (Kew, J and Stredwick, J. 2016a), and each organisation has a choice in how they interact with the external environment, they may become reactive and await the external environment to change before implementing internal changes to respond, or they may choose to be proactive and identify changes and plan responses before the changes are done unto the organisation (Kew, J and Stredwick, J. 2016b). 
The advantages of SBUHB utilising PESTLE are that it is a simple tool and works effectively to understand the wider business environment. It allows organisations to anticipate future threats and encourages strategic thinking within the organisation allowing organisations to become proactive to emerging threats and to highlight opportunities for organisations to exploit them (CIPD, 2023a). By looking at the external environment, SBUHB can gain a better understanding through “the acquisition and use of information about events, trends and relationships…which would assist management in planning the future course of action” (Choo, W. 2001). By scanning the external environment SBUHB can strategically plan to respond to these emerging factors. 
There are advantages of utilising PESTLE, as detailed above. However, the comprehensiveness of PESTLE can be disadvantageous, and it may be overwhelming to address all factors creating “paralysis by analysis” (CIPD, 2023a). SBUHB, needs to ensure it focuses on tangible actions that come from the analysis and not be caught in the minutia of each segment. Whilst utilising the PESTLE model, SBUHB needs to be aware that some data may be acquired through assumptions (CIPD, 2023a) and as such may be influenced by personal biases as different analyst may prioritise different factors differently.
For an organisation such as SBUHB, the PESTLE factors may not accurately reflect the full extent of the external environment. SBUHB needs to factor in demographics due to the large population they serve, the emergence of international labour markets due to the recruitment of international staff (SBUHB, 2023) and an increased awareness of sustainability within health care (SBUHB, 2022b) indicates that more headings are needed to sufficiently scan the external environment. 
The updated PESTLE may be “ELDEST PIG” as described in Taylor and Perkins 2021a, Work and Employment in a changing business environment book. ELDEST PIG acronym stands for Economic, Legal, Demographic, Ethical, Social, Technological, Political, International and Green. The additional factors would allow SBUHB to undertake an analysis of the demographics of the population it serves, the ethics of the services the organisation provides and undertakes. It would allow SBUHB to undertake an analysis of the international labour markets to ensure that they remain competitive to attract overseas workforce and remaining competitive in the green space as this is an emerging market within the health care sphere and to better “understand the connections between health and environment and reduce healthcare’s resource footprint” (Centre for Sustainable Healthcare, No date.).
[bookmark: _Toc152572701]Other tools available
However, the PESTLE tool should not be used as the only instrument when organisations are looking at the external environment. Another tool to gain a view on how the organisation is performing within the environment is a SWOT analysis. SWOT Analysis is an acronym for Strength, Weaknesses, Opportunities and Threats (CIPD, 2023b) and is a planning tool utilised in strategic planning for organisations. The advantage of SWOT is that is can be used to for a cursory scan of the external environment or it can be more comprehensive depending on the needs of the organisation, this flexibility of the tool has led to its success. 
However, for a SWOT to be meaningful time needs to be put in to understand strengths and weaknesses (CIPD, 2023b), it should be undertaken with a team so biases and perceived preconceptions of the organisation does not seep into the analysis. The use of this framework may contribute to “smokestack thinking” (Kew, J and Stenwick, J. 2016c) which is “an attachment to antiquated models and practices…by adding layers, processes and rules which promise greatness yet don’t deliver…its like pouring cement over the organisation…some structure is necessary but often goes too far” (Newton, T. 2018). By implementing too many analysis tools, the organisation may become stagnant whilst trying to respond to the large range of factors that may affect it. 
SBUHB needs to have an understanding of the external environment and the factors that affect it, however the organisation needs to remain agile to VUCA events (Taylor, S and Perkins, G. 2021b) such as COVID19 which was an external environmental event which could not have been scoped or planned for due to the “volatility, uncertainty, complex and ambiguous” (Taylor, S and Perkins, G. 2021b) nature of the event. Having tools and models to support strategic planning for organisations are essential, however organisations need to remain agile to any VUCA events which may come across the horizon. 
[bookmark: _Toc152572702]PESTLE Factor 1 - Political
SBUHB operates under the governance of Welsh Government and as Wales is a devolved nation, the Welsh Labour Government is the ruling party within the Senedd, making key political decisions for Wales and being able to implement specific laws, policies and plans that are geographically bound to Wales (Wales.com, 2023). As such these policies are influenced by political ideologies of the party in power and its long-term strategic aims and goals.  For over 100 years, Welsh Labour has achieved the largest vote in every General and Assembly Election vote (The Independent Commission on the Constitutional Future of Wales, 2022) with a strong support for unions and political progressive policies (Rawlings, R. 2022).The Welsh Government is responsible for setting the strategy, action plans, policies and budgets for the HBs within Wales (NHS Wales, No Date.). SBUHB are accountable for the delivery of these plans and policies to their local populations and can be placed under Welsh Government scrutiny if they fail to deliver against targets (Janes, E. 2023). 
Race Equality Action Plan
One of the action plans that SBUHB has needed to implement is the Race Equality Action Plan, which not only affects the population it serves and influences the strategic direction of workforce plans. This action plan from Welsh Government was conceived as throughout the COVID19 pandemic it was evident that people from the Black, Asian and Minority Ethnic (BAME) communities were disproportionately impacted (Public Health England, 2020) and as such, BAME staff within NHS organisations faced greater risk (NHS England, No Date) (Clifford, S. 2020) (Ncube, M and Parker M. 2021). In tandem with the COVID19 spotlight on health inequalities faced by BAME persons, worldwide events such as the killing of George Floyd (White, M. Orasco, C and Terpstra, B. 2022) (Christian, L., Erdos, A. and Halo, G. 2022) and the findings that only 3% of persons from BAME backgrounds were appointed in to public sector organisations within Wales in the year 2020/21 (Showunmi, V and Price, J. 2021) and earned 7.5% less per hours than white British employees (Clifford, S. 2020) galvanised the Welsh Government to set out its commitment for a Race Equality Action Plan (Thomas, C. 2021). 
As such, the action plan places a “responsibility on public bodies to report demonstrable progress in areas detailed in specific actions” (Betsi Cadwaladr University Health Board, No Date.) (Morley, S and Naqvi, H. 2023) and SBUHB has created a strategic action plan to clearly demonstrate to Welsh Government its progress towards these actions (SBUHB, 2022c). These actions have been influenced by political decisions and government initiatives, making them an integral part of the political aspect within the PESTLE framework. The actions, which include ensuring no members of staff will face discrimination or inequality in any forms (SBUHB, 2022c) has meant that SBUHB needs to ensure there is robust policies and processes within the organisation for staff to not only report the incidents, but senior staff members are equipped to respond to them. However, 3 in 5 overseas doctors have reported experiencing microaggressions (Campbell, D. 2023) and the majority of racial incidents experienced by staff come from patients (Likupe, G. 2013), with no direct guidance from Welsh Government about the correct procedure when a patient is racist to a member of staff, it is at the discretion of the ward manager and the organisation, in how to ensure that their staff member feels safe to continue to working, and that the patient is not put under medical duress due to a lack of care. Due to the lack of guidance from Welsh Government around these quandaries, SBUHB has begun to pilot “Cultural Conversations” (Goss, K. 2023) which creates a space to listen to the experiences of overseas staff and use the qualitative data to inform in house managerial training packages to bolster confidence for leaders to address racial incidents on the wards. 
The Race Equality Action Plan from the Welsh Government has begun to shine a light on the inequalities faced not only by the diverse population the HB serves and the inequalities faced by staff members within the organisation. After the initial consultation period, responses received raised concerns around “the funding and resources required to achieve the goals, the absence of targets and timeframes to monitor progress” (Thomas, C. 2021), SBUHB is currently facing financial difficulties (Moss, S and Maclean A. 2023) which makes it difficult for the HB to find the funding to implement bespoke sessions to empower managers to tackle racism on the ward, and without a standard operating procedure from Welsh Government it is discretionary policies undertaken within the HB on how they will deal with racist patients.  
With no set time frame from Welsh Government on the Race Equality Action Plan, the organisation has needed to implement its own working group and create timelines and tangible actions to hold itself to account (Goss, K. 2023) due to ambiguity in the guidance from Welsh Government. The organisation needs to not only ensure that the actions align to the action plan, and that it is not tokenistic (Royal Pharmaceutical Society, 2021) and that real change and tangible changes come from this action plan and aligning the strategic plans of the HB to ensure this.  
[bookmark: _Toc152572703]PESTLE Factor 2 – Economic 
The economic factors identified within the PESTLE analysis can have a profound impact on the strategic direction of SBUHBs plans. Economic factors that affect the organisation range from inflationary pressures (Duffy, S and Clarke, O. 2023) which has increased the costings of non pay expenditure such as fuel, food and clinical goods costs (pharmaceuticals, equipment etc.) as inflation eats away at already tight budgets (NHS Providers, No Date.) and it is forecasted that day to day spending within the NHS will grow by “3.6% over the next three years” (Boccarini, G., Rocks, S. and Shembavnekar, N. 2022). 
Funding for each NHS HB is portioned by Welsh government, however the amount received by Welsh Government is dictated by the UK Government, on average Wales is allocated 15% more, or £1325 per person more than NHS England, however this is still less than Scotland and Northern Ireland (Dayan, M and Flinders, S. 2022). In the 2022/2023 NHS Budget statement, the budget had shrunk by 1.4% from 2021/2022 and required the whole NHS system to find efficiencies of 5% across every HB in the UK to meet this budget (Kelly, J. 2023) and in the last ten years there has been a 21% reduction in capital funding for NHS organisations (Kraindler, J., Gershlick, B and Charlesworth, A. 2019). 
As a result of the year-on-year increase of inflationary pressures on the economy, a cost of living crisis has emerged (House of Commons, No Date.) (Bank of England, 2023) which has affected SBUHB and will continue to influence the financial position of the HB. 
For example, due to the cost of living crisis, members of staff who were in a union, including nurses, doctors, physiotherapists and corporate staff were able to vote to strike for increased wages (Royal College of Nursing, 2023a)(British Medical Association, 2023a), these strikes meant that SBUHB had to pay agency staff to ensure there were adequate staffing levels on clinical sites (NHS Employers, 2023) which further strained the financial position due to agency workers costing more than a substantive member of staff doing overtime, this is due to agency fees, skill shortages and supply and demand (Audit Wales, 2019). The unions and Welsh Government agreed the strike deal and the percentage increase in wages, with Welsh Government agreeing to fund the increased personnel costs (Morgan, E. 2023) however with the increased budget allocated to personnel costs, cuts in budget for clinical services have been issued to support this. With the cost of living continuing to increase, it is anticipated that SBUHB will experience more clinical workforce strikes in 2024/2025 (Church, E. 2023) and as such this external economic factor being driven by inflationary pressures will see further pressure on SBUHB budget. 
Another economic factor that can affect SBUHB and its strategic plans is the labour market within Wales. Currently, the Welsh unemployment rate is 4.8% (ONS, 2023) and when looking strategically at long term workforce planning, SBUHB needs to take in to account the local labour market (NHS England, 2023) to ensure it can attract and retain the necessary number of persons to fill vacancies. Additionally, there remains a high level of vacancies for clinical posts such as midwifery. There is currently a national shortage of qualified midwives nationally, however this is greatly affecting SBUHB and a key maternity unit in NPTH has been decommissioned due to the lack of staff to safely operate it (Williams, J. 2022)(Royal College of Midwives, 2023). 
With an increase in vacancies and demand for workers outweighing supply, unemployed workers “face more job vacancies that match their skills than they would have done before…when there are ample employment opportunities, [organisations] need to work even harder to attract talent”(Wilson, T. 2022). This means that when looking at vacancies and workforce planning, SBUHB needs to ensure that we are not only an attractive employer but that SBUHB retains the staff, this can be done through intrinsic benefits such as flexible working policies, wellbeing, staff recognition and the culture. In anticipation of the labour markets and the difficulties in recruiting staff into these specialised roles and then retaining them from leaving to go to agencies, NHS Wales have created funding for retention leads within each HB (NHS Jobs, 2023) to support strategic workforce plans. 
When looking at the economic drivers that affect the organisation, SBUHB needs to ensure it remains strategic and looking at the long-term plans, rather than quick cost saving efficiencies. When there are major financial challenges, organisations can shorten their horizons and focus on short term results over longer term investments in projects which is known as “short-termism” (Cheese, P. 2021). SBUHB needs to continue scanning the external economic environment for future drivers of changes and to ensure the organisation remains agile.
[bookmark: _Toc152572704]PESTLE Factor 3 – Legal
When looking at the external environment, the legal considerations encompass an intricate web of regulations, policies and frameworks that profoundly impact the strategic direction and planning for the HB. From abiding employment legislation, such as the Employment Rights Act 1996, the Equality Act 2010 and the Health and Safety at Work Act 1974 (Cole, M. 2023), to the national policies NHS Wales organisations need to implement, such as the Managing Attendance at Work, Guidelines for Managing Industrial Action and the Organisational Change Policy (NHS Confederation, No Date.) to navigating the ethical and consent frameworks, such as the national Duty of Care (Royal College of Nursing, 2023b) to the NHS Wales Internal Prioritisation Framework (Donovan, C. 2011) the external legal environment plays a pivotal role in SBUHB upholding prudent patient care and being a safe and compliant employer.
In April 2023, a new legal requirement for all NHS Wales HBs came into effect called the Duty of Candour. This new legal requirement states that HBs need to be “open and transparent with service users [patients] when they receive harm whilst receiving health care” (Welsh Government, 2023) and stems from the Health and Social Care (Quality and Engagement) (Wales) Act 2020 (Legislation.GOV, 2020). The legislation states that if a mistake is made HBs need to “apologise and support them through the process of investigating the incident, learn and improve from the incidents and find ways to stop them happening again” (Welsh Government, 2023). Although this is now a statutory requirement within NHS Wales HBs it actually supports in building an “operational culture that is not rooted in blame, but supports and encourages learning and improvement” (British Medical Association, 2023b), the organisation needs to ensure that there are appropriate mechanisms for staff to feel empowered and supported when undertaking this duty. This includes involving aspects of Workforce (HR) to ensure managers understand the legal requirements as well as the support available within the organisation. 
Another legal requirement that has recently been implemented is the All Wales Speaking Up Safely Policy (Whistleblowing). This new policy sets a framework for all NHS employees to follow when they need to speak up in response to patient care concerns or any other concerns that may arise (fraud, abuse of power, sexual harassment)(Welsh Government, 2023). The policy came in to effect in October, however had been in a working group for over 3 years following a series of inquiries both in NHS Wales and NHS England, such as the Mid-Staffs report (Francis, R. 2013), The Princess of Wales – Trusted to Care report (Andrews, J. 2019) and the Kennedy Children Heart Hospital Report (Kennedy, I. 2001), which highlighted a severe neglect of patient care and a culture where staff were afraid to speak up or were not listened to as a result of. More recently, the Lucy Letby case further strengthened the case to have statutory legalisation to support staff in speaking up (Palmer, M. 2023), SBUHB has been ahead of legislation and implemented an independent speaking up safely service in 2019, this independent service is available 24/7, 365 days a year and is anonymous and confidential, it works as a mechanism for staff to raise concerns without fear and since 2019, 304 staff have raised concerns using the service (Mills, N. 2023).
Due to the nature of the work within the NHS, staff need to adhere to a variety of laws to abide by safeguarding and patient safety. For example, any clinical staff member needs to undertake a Disclosure and Barring Service (DBS) check before commencing employment (Care Quality Commission, 2023) and for non-clinical staff there is no official guidance on the need to undertake the check, however it may be undertaken dependant on the nature of the role. A DBS Check this highlights any convictions and/or criminal offences to the employer. Dependant on the nature of the offence the hiring manager may have discretion dependent on the nature of the conviction and the area in which the individual will be working in, or the individual may have a historic conviction and has rehabilitated however due to DBS check the conviction will be highlighted to the employer and as such they may not be employed for that purpose. However, a recent change in the law where a “custodial sentences of four years become spent after a seven year period of rehabilitation as long as no further offence is committed…and custodial sentences of one year or less will only need to be disclosed for a year”(HRMagazine, 2023) this means that for hiring managers a new pool of applicants will be available for roles that would not have direct contact with patients or safeguarding reporting duties.
[bookmark: _Toc152572705]Conclusion
Utilising the PESTLE framework has highlighted crucial external factors shaping and influencing the strategic direction of SBUHB. The complexities of navigating government policies, working within economic constraints and rising costs, in addition to the evolving legal requirements highlight the turbulent nature of the HB and how the HB may feel like it is in a constant state of flux due to the uncontrollable constant forces from the external environment. However, although these factors are done unto the HB, by scanning the horizon utilising tools like PESTLE, the organisation can implement proactive strategies to face the upcoming changes. By remaining strategically flexible, agile, and resilient in navigating the multifaceted external factors, SBUHB can uphold its commitment to patient care and organisational values. 
[bookmark: _Toc152572706]Recommendations
From this report, my recommendations are as follows:
i. Continue to scan the external environment utilising the PESTLE method. This can be done on a quarterly basis and should feed into the relevant committee for discussion. Costing: Time of persons to undertake. No risk involved.
ii. From the economic analysis, undertake a workforce planning exercise to understand the resources available to the HB  at current levels and forecast where there will be gaps. Costing: Time of persons to undertake. Minimal risk dependant on what analysis shows. To be worked into the Strategic Workforce Plan.
iii. Strengthen efforts to address racial inequalities by working with the BAME network (SBUHB, 2019) and the Overseas Nursing Recruits (SBUHB, No Date) to bolster the Race Equality Action Plan. Costing: Time of persons to undertake. Risk of reputational damage if action plan not met. Implement into future workforce plans. 
iv. Undertake a learning needs analysis (CIPD, 2023c) around the new Duty of Candour and Speaking Up Safely legislation to understand staff awareness.  Costing: Time of persons to undertake. High risk involved if staff unaware of new legislation and reputational damage. Implement into strategic workforce development plans. 
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