


Executive Summary:
This report has been compiled as a result of a PESTLE analysis conducted on WHSmith Travel Plc. The report assesses the current external climate and the impacts on the organisation in the short and medium term. Understanding the external environment about areas such as societal attitudes or economic impacts and planning accordingly ensures the continued success of the organisation and improves the engagement of those employed at WHSmith Travel Plc. 
There are three critical subheadings of the PESTLE that have been assessed in order of the overall impact and importance to sustainability on a short- and medium-term basis. The headings assessed in this are Social-Cultural, Economic and Technological as these factors have been regarded as having the most significant external risk. 
It is recommended as a result of this report that a PESTLE analysis is conducted quarterly to manage risks in the current volatile national and global climate. 
The Recommendations outlined require group investment and action within the specified time frame to have the required effect on the organisation and are as follows:
· Introduction of a Salary advance scheme via Dayforce to improve the financial well-being of store-based employees during the unprecedented cost of living crisis. It is noted that financial education for employees to be invested in to support long-term strategy.
· Research and trial the “4-day week” principle in stores and provide a report on the results of the trial. Review Flexible working policies in line with new legislation to ensure effective engagement. A cultural change is required from the board level downwards concerning attitudes to work. 
· Upskill current HR department in technological advancements such as people analytics for a more effective and productive organisation.
     Align HR with organisational culture to meet the demands of the volatile external environment and changing workforce.    
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Introduction:
The purpose of this report is to outline the importance of assessing external factors on organisational strategy and how they influence the success of the overall organisation. This report is specifically tailored to WHSmith Travel Plc, the report will assess External factors through a PESTLE analysis, outline why the understanding external world is important and propose three recommendations based on insights into the internal structure, peer-reviewed research, and current affairs. 
CIPD (2022) acknowledges PESTLE as a tool to enable organisations to understand the wider business context and enable key stakeholders in the business to make key strategic decisions.
 PESTLE is an acronym with each letter signifying key external influences. P for example stands for POLITICAL influences such as government legislation changes or the impacts of territory wars, such as the current conflict in Ukraine amid tensions with Russia. (BBC News, 2022) In addition to the Ukraine war, political instability in the UK is exacerbating other factors that affect organisations' ability to be successful. Recently, political unrest in the conservative government has influenced interest rises thus affecting inflation as a result of an “uncollaborative” mini-financial statement. Partridge (2022) political correspondent writing in the Guardian acknowledges the event as: “The mini-budget that broke Britain”. Similarly, Peter Cheese, (2022) writes with pessimism about the instability of the UK and the wider global state. In the extract, Peter Cheese (2022) acknowledges the “pressures” on organisations in the current unpredictable era of high-interest rates, high inflation and low unemployment constituting a labour shortage, and skills gap crisis.
The E in pestle acronym denotes, ECONOMIC with the current external pressures outlined above and will be investigated more thoroughly within the report, S signifies SOCIAL such as the emergence of the generational workforce, ageing population, and attitudes to work (CIPD, 2021) an expansion will also be found in the body of this report. T indicates TECHNOLOGICAL advancements. Taylor, S, Pekins. G (2021) acknowledge Technology advancements have a “disruptive” impact on organisations and documents that the impacts of technological advancements have a direct effect on: 
“Efficiency, quality, opportunity, disruption and work location”.  (Taylor, S, Pekins. G, 2021)
L represents LEGAL external influences, examples include changes to legislation that governs how businesses operate such: as “National Minimum wage” requirements (GOV, 2022) or challenges from Trade union groups which are increasingly prevalent in the current climate, current affairs are documenting union uprisings daily with numerous public and private sector strike action being labelled as the “winter of discontent” (Stuff, 2022) with falling ‘real wages and cost of living crisis making a perfect storm for collective conflict between organisations and employees.
Finally, E signifies, ENVIRONMENTAL. Galaz's (2020) research has shown that climate change is increasingly urgent with her coining the phrase “climate crisis”. Similarly, Cheese (2022) acknowledges in his foreword in addition to underpinning the importance for organisations to act with ethical integrity regarding organisational sustainability. (Forsyth, 2008)
Using the PESTLE tool for WHSmith Travel Plc is important for organisational relevance, growth and success, key business strategies can be adopted and ensure the business remains resilient to change whilst ensuring ethical commitment to society and employees. (Perkins, Taylor 2021). Whilst there are many benefits of utilising the PESTLE tool, academics and CIPD (2021) note that data insights should be reliable and have high validity to understand the impact on the organisation and avoid false conclusions thus ineffective actions. Briner (et al 2009) theory supports that of CIPD and states that “Evidence-based management” theory or practice involves decision-making using four sources of information before making conclusions, these are evidence from, external sources, experts, stakeholders such as C-suite executives and employees and understanding the context of the environment. 
It is noted by academics such as Rastogi (2016) PESTLE analysis should be utilised regularly, as the risks of unnoticed external influences may have severe consequences for organisations. 
The analysis of external factors takes many different acronyms such as PEST, STEEP, and STEEPLE each with varying degrees of investigation. For example, E in STEEPLE has been added by researchers to include “Ethical” to reflect contemporary interest in this area (Taylor, 2021) 
Taylor et al (2021) proposed that the Acronym should take the form of ELDEST PIG with “Demographic”, “Ethical”, “International” and “Green” to be included due to the ageing population and the emergence of globalised workforces and organisations. It could be argued that these headings can be included in the original PESTLE example, Green under environment, Demographic and Ethics under Social heading. However, there may be an argument to include “international” as a separate entity. 
Finally, it is important to note that not all external factors will be foreseeable or come to fruition in an uncertain, volatile climate. (Bennet et al 2014) VUCA is another acronym that stands for V volatile, U uncertain, C complexity and A ambiguity. There are benefits and risks of operating in a VUCA environment and varying degrees of susceptibility, WHSmith Travel Plc is being influenced in the retail sector which is precarious to outside stimulation. Mindtools (2022) states that organisations need to be agile and collaborative and avoid too much hierarchy to be successful with the diversity of teams being of importance. 
The following section of the report will outline the 3 priorities in the form of Red (most important), Amber (implemented within 6 months) and Green (Medium-term) about PESTLE for WHSmith Travel Plc in the short and medium term whilst concluding with clear recommendations for implementation. 
As the result of the PESTLE analysis conducted for WHSmith Travel Plc, subheadings Economic, Social and Technological will be examined below in more detail due to the external risk to the workforce and organisational growth. 


Economic – External influence – Cost of Living support - RED
WHSmith Travel Plc is categorised as a “Large- sized” organisation with 3552 employees (Fu, 2022) and trading revenues of £521M in FY21/22. (Cowling, 2022) part of a wider organisation WHSmith group which encompasses various online marketplaces such as funkypidgeon.com and Cultpens.com, alongside the traditional Highstreet stores and international stores in 60 territories, WHSmith Plc can set a precedent on a large scale in uncertain economic times. 
As outlined in the introduction, the economic outlook for the UK and the rest of the globe is forecasted to be challenging until 2027 (IMF,2022) as a result of post-pandemic costs, Brexit and inflation outpacing wages with the ONS (2022) forecasting inflation above 10%. Milliken (2022) acknowledges that the UK is officially in recession with living standards according to the OBR (2022) falling to the lowest drop in “real” incomes since records began in the 1950s. 
In July 2022, WHSmith Travel Plc gave 10% pay raises to all shopfloor operational employees, these employees usually earn the statutory minimum wage as a result of the “cost of living crisis”. The pay rise was not extended to management who had a pay rise of 4% in April 2022. There are currently no plans to provide employees with financial payments, this is in line with the CIPD Labour Market outlook 2022 finding that 64% of employers did not intend to give employees “one-off” cost of living payments. The study of 2000 employers also concluded that 48% of employers have not reviewed their pay and benefits package despite 73% believing that the financial status of employees has worsened as a result of the crisis. It is important to note about WHSmith, the retail sector only accounted for 0.7% of respondents and is not generalisable. 
To understand the significance of the crisis on employees, a multitude of data collection is necessary. A separate survey in conjunction with an employee engagement survey to understand current financial concerns, and key stakeholder discussion as well as understand the external context to make informed decisions.  (CIPD, 2021) Recent internal data suggests that 64% of employees surveyed are concerned about finances with 4 in 10 losing sleep and having an effect on their mental well-being. (Fu, 2022). 
In addition, HRM data suggests that staff absence levels are increasing from September to November by 5% per month although this could be a result of “flu season” and colder temperatures, further research in this area would be required for the data to be used with high validity. (Fu, 2022) 
The Reward management survey conducted by CIPD in April 2022 concluded that employers have the ethical responsibility to provide an employee with fair wages to reduce “in-work poverty” and provide financial well-being benefits such as access to counselling and money advice services in additional financial support to employees suffering financial hardship. The study also found that over half of respondents reported being less productive at work due to financial worries. As a large organisation, WHSmith Travel Plc has a few financial supports provided to support staff such as the EAP scheme which is shared in communal areas and a mandatory e-learning module on managing stress which has topics on financial tips. The EAP is in line with the reward survey whereby 78% of employers surveyed offered access to employees, signifying that this is a bare minimum. 
A link between productivity and financial worries as noted by Kim (2016) can increase absenteeism and reduce productivity with employee productivity having a causal link with the organisation's overall success. 
There are other options available to WHSmith Travel that could increase employee well-being during the cost-of-living crisis, these are outlined by many academics such as salary sacrifice schemes, and financial literacy thus teaching employees how to effectively manage their finances alongside the traditional lump sum bonuses. (Carmichael, 2015). Salary advance schemes have been adopted by many retailers in response to the cost-of-living crisis. The scheme allows employees to access 25% of their salary in advance to help deal with unexpected bills and emergencies. Organisations that have adopted this include Tesco, ASK Italian and Zizzi. It is important to note that the schemes are not currently regulated by the FCA and may pose risks to employees and employers ethically and morally. (Cholteeva, 2022) 
The section of this report has highlighted a need to support employees in WHST during the cost-of-living crisis as an urgent, important topic to enable the organisation to protect employee wellbeing and maintain productivity. 
Further detail can be found in the recommendations section of the report. 

Social: Attitudes to work – Review Flexibility 
As outlined in the introduction, societal attitudes to work have changed as a result of the COVID-19 pandemic. The CIPD (2022) has coined the phrase “great rethink” as a result of their “Good Work Index Survey 2022”. As an alternative to the “Great Resignation,” the notion is that societal attitudes have changed to expect more flexibility, higher pay, and “meaningful” work. 
The Labour Market Outlook Autumn 2022 data suggests that although not the most challenging sector, retail is still reporting on average 37% of vacancies as hard to fill. This is echoed in reports from ONS with 160,000 vacancies, although these figures include wholesale and repair of motor vehicles it is important to note that the trajectory is in decline in the 3rd quarter of 2022. (ONS,2022) 
Hard-to-fill vacancies and attrition have a significant impact on WHSmith Travel with loss of productivity resulting in lower profits. To July 2022, WHSmith Travel has 325 vacancies in-store operations (Fu,2022) this equates to half of the estate losing productivity. Murray-Nevill's (2019) study suggests that the yearly cost of unproductivity per employee is £4,467. This figure includes vacancies and unproductive time such as frequent tea breaks and idle time. The study concludes that flexibility in the workplace can alleviate the productivity crisis, such as reduced working hours and encouraging all staff to take their allocated breaks. 
Hill (et al 2008) studied workplace flexibility and defined flexibility: 
“The ability of workers to make choices influencing when, where and for how long they engage in work-related tasks”. 
Flexibility in WHSmith Travel is regarded as challenging due to the nature in which the stores operate, fixed hours for colleagues are generally not permitted unless there flexible working requests due to dependents or the need to care for relatives. Internal data suggests that 1 in 5 requests for flexibility are approved (Scollen, 2022) 
The UK Government (2022) has recently approved legislation for the day-one right for employees to request flexible working previously 26 weeks of continuous employment was required by law before a request could be made. The government recognises that flexibility in organisations will increase productivity, reduce human capital costs, and enhance retention. (Gov. UK, 2022) The legislation also introduces protection to employees on lower earnings limits to be protected from exclusivity clauses restricting employment with multiple employers. (Gov.UK,2022). The legislation will affect operations within WHSmith Travel as contractually, employees have been unable to work for other employers due to the organisation's need for flexibility with unpredictable trading patterns in Travel locations such as airports and Railways. 
In addition to societal attitude change to work, a new megatrend has emerged, the “4-day week”. (CIPD, 2019). The notion of employees compressing their working hours across 4 instead of the traditional 5 days per week is being trialled by other major retailers such as Morrison’s and M&S although the trial has not been extended to shop floor staff and is being trialled by managers and head office personnel. Wright (2022) notes that part-time managers are included on a pro-rated basis and generally the trial has been positive and has been officially rolled out as 75% of managers felt that compressed working hours had a positive effect on their mental well-being and home life dynamic. M&S Group HR Director is quoted in the article stating that flexibility for employees was a cultural shift and the desire was to transform the way the team worked giving choice and autonomy. (Wright, 2022) 
Trials of the 4-day week have also been trialled in other countries with Microsoft Japan reporting a 40% increase in employee productivity. (Sands, 2022) Similar trials have also been conducted in other countries such as New Zealand and Sweden reporting similar such as improved employee happiness and health, increased productivity, and lower costs. 
WHSmith Travel should facilitate a 4-day week trial with investment in upskilling middle management such as Team Leaders and Deputy managers to alleviate potential pitfalls of stress and anxiety a compressed working week could result in for participating employees and those who are not. In addition, a cultural change in attitudes to work and commitment would be driven by directors and senior managers to enable the trial to have a chance at success. 
There are short-term and long-term benefits of reviewing flexibility for employees such as attracting and retaining talent and having a more productive workforce saving money and resources. CIPD (2018) adds in Flexible working: the business case that flexibility improves diversity in talent pipelines which in turn helps improve board-level diversity which equates to outperforming less diverse organisations by 3% GDP. 

Technology: External Influences: Emergence of new technologies and its impact on HRM  
Taylor (2021) acknowledges the impact that technology has on organisations and the wider world as profound with acceleration in technological advancements at its highest pace in history. Friedman (2016) theorises that we are living in an ‘age of acceleration’. Similarly, the CIPD report; ‘A collective view of future trends’ highlights the impact of the COVID-19 pandemic on the rapid expansion of technological advancements and usage in organisations (Green, Peters & Young, 2020). Whilst this report was written in the early stages of the pandemic, much of the analysis has come to fruition. Businesses and employees have adapted to technology usage with video conferencing tools such as Microsoft teams, and Zoom being utilised as a part of everyday working lives. 
WHSmith travel plc is not immune to technological advancements although changes do not disrupt with as much volatility as other industries such as technology or manufacturing. The usage of video conferencing software to meet and collaborate is regarded as more efficient and cost-effective and is frequently utilised. Recently, the organisation has started to deliver training sessions for a range of topics through the software and has begun utilising interactive tools such as polls or quizzes to increase participant engagement. 
In February 2022, WHSmith Plc opened its first fully automated shopping experience in La Guardia Airport using Amazon's ‘Just walk out’ technology. Consumers scan their credit cards upon entering the store and AI software monitors what the customer selects and charges their card upon exit. (Barras-Hill, 2022) Whilst the people aspects have not been widely discussed, it can be assumed that recruitment and attraction for store employees were different to the current organisational procedure with a bias for technologically aware candidates selected. 
Frey and Osbourne (2015) predict that 97% of retail cashiers will be automated by 2030. As the ‘People profession trends’ survey (2020) suggests, there is an exponential risk for organisations failing to embrace emerging technologies with people risks and job losses as opposed to job creation and organisational growth. (Green, Peters &Young, 2020) 
As highlighted, the risks of not adapting to technological advances can be documented in the decline of Eastman Kodak Company, the business was hugely successful with £2 billion in excess profits. However, the organisation failed to predict the emergence of digital technology and declared bankrupt within 10 years. (Taylor, 2021) 
In contrast, Organisations that have embraced technological change such as Amazon and Apple inc have become some of the largest businesses in the world in the last 15 years. 
Another contentious area for technological advancement is within the people profession with people analytics or “evidence-based HR”. 
There is no universal definition for People analytics however, Faletta and Combs (2020) which is the most recent definition, define people analytics as:
‘HR analytics is a proactive and systematic process for ethically gathering, analysing, communicating evidence-based HR research and analytical insights.’ 
Young, Peters & Green (2020) believe the people profession has a responsibility to address nuances associated with technological advancement in organisations. It is noted by the study that digital transformations require a shift in mindset, culture and behaviours that require adaption. 
Cheese (2022) as CEO of CIPD calls for HR to adapt to data analytics to strengthen organisations and contribute to their success. He believes that HR is the catalyst for driving change in an unpredictable world and with the world of work ever-changing, people analytics can have a profound impact on organisational strategy and objectives in addition to overall success. 
The people profession survey (2020) found that only 6% of HR professionals utilise advanced people analytics however, 89% of organisations plan to utilise people analytics in near future with 66% of organisations believing there is a need to adapt and upskill HR workforce to meet demands of the future. 
The following pages are recommendations for WHSmith Travel Plc as a result of the analysis of this report.
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	Recommendation: Priority order
Red: urgent 
Amber – within 3 months
Yellow – within 12 months
	Why:
	How:
	When:
	Who:
	Where:
	Cost: *

Please refer to the separate document for the cost breakdown.


	
Economic:


Cost of living support through financial literacy and salary advance scheme to support low-paid employees at store level. 
	


To provide support to employees in unprecedented times of high inflation and to maintain productivity of employees 
	
Utilising features of current payroll system: Dayforce. 
Employee engagement launch via Intranet, managers' teams training call.
All employee engagement email.






	
Pilot: 15th January 2023
By 1st February 2023 
	Board approval
Legal team
HR
Payroll 
Operations Director
Heads of 
Regional manager
Store manager 
	Store level support.
	Additional subscription fee: £100,000

Costs incurred by employee £2.00 per transaction 

Contractual changes:
£30,000 

Estimated cost:
£156,000
£100,000 additional each year. 

	
Social: Flexibility


Trial 4-day week for salaried employees

Increase flexibility for all employees on a pro-rated basis

	
Societal desire for greater workplace flexibility post pandemic and the need for WHST to adapt to changing socio-cultural expectations to remain competitive attracting and retaining talent. 
	Step one:
Agree parameters and trial dates.
Step Two:
Trial stores to implement over 4-week cycle.
Step Three:
Identify data to be collected to measure effectiveness and productivity.
Step Four:
Trial stores to complete focus group discussion sharing thoughts.
Step Five:
Discussions to take place on implementation if applicable.
Step six: Feedback to organisation 
	
Trial completion:
1st April 2023

Decision on estate launch:
1st June 2023

Launch if successful:
1st September 2023 in line with new financial year 
	Board approval
Legal team
HR
Payroll 
Operations Director
Heads of 
Regional manager
Store manager 
	Store Level
	Implementation costs per employee:
£5600.

Potential ROI:
£20,000 per employee.


*A full breakdown of costs and ROI is available in a separate document*

	
Technology:

Upskill HR department on people analytics insights   

Long term:
Talent bank employees with enthusiasm for HR capabilities.


	
Upskill current HR department in technological advancements such a people analytics for more effective and productive organisation.
Align HR with organisational culture to meet demands of external environment.   
	
Step one:
Identify skills and knowledge already in place. 

Step two:
Arrange for outsource training

Step three: procure adequate software. 

Step Four:
Recruit external people analytics director.

Step Five:
Engagement with key stakeholders in usage of people analytics. 

	
Full integration by 
FY 23/24
	Board approval
IT Department
Business development
Legal team
HR
Payroll 
Operations Director
Heads of 
Regional manager
Store manager


	
HR department, IT collaboration. 
	
People analytics software:
£100k

People Analytics training:
150k

People Analytics director salary:
60k pa 
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