5CO02 - Evidence Based Practice

I have written a report on Evidence Based Practice to showcase how the people practice team contribute to the performance of the business. 
Section 1
Evidence Based Practice (AC 1.1)
Evidence-based practice refers to the process of supporting ideas with sound data from multiple sources to back up decisions.  Sources of information could include professional expertise, scientific literature, organisational data and stakeholder views (CIPD, 2023). When decisions are underpinned by evidence, there is less room for bias in the decision-making process. 
The CIPD use a six-step framework to encourage evidence-based practice as best practice in our everyday working lives. 
The six steps are;
Asking – asking meaningful questions to better understand the problem.
Acquiring – Gaining evidence to support or deny the theory.
Appraising – Using critical thinking to check the validity of the information.
Aggregating – Consolidating evidence together.
Applying – Using the evidence gathered to make an informed decision.
Assessing – Check on the outcome to ensure that the evidence gathered, and decision made were sound.
(CIPD. 2023)
An example of how evidence-based practice can work would be through employee recognition. When presented with the idea of praising employees for their work in real time, some managers may be resistant as they can’t see the benefit. When presented with data taken from studies showing extensive research into the benefits of a good employee recognition program and the effect it can have on morale and in turn, productivity, the manager would be much more responsive to the change (Upstart HR, 2017).
Alternatively, good use of evidence-based practice could avoid poor decisions being made and therefore save the organisation time and money. For example, a manager wants to buy a new machine for meat processing, they believe that it is what the business needs as they have used the machine in a previous role but have not done any research on how it would affect their current organisation. When research is carried out, through speaking to engineers within the company and discussing business needs with stakeholders, it is found that the process could be made more efficient with a different type of machine. In this instance, the manager who originally wanted to purchase the machine can see why the new plan will work better for the organisation, understands the decision and is on board with the changes (Boatman. No date.).


Analysis tools and methods. (AC 1.2)
PESTLE is a commonly used analysis tool for HR professionals. It is used to identify and discuss environmental factors that may affect the organisation. The acronym stands for, Political, Economic, Social, Technological, Legal and Environmental. Each of these can be broken down and analysed individually in line with current affairs to give a clear picture of how the business is performing.
Example,
Political – This may include health and safety regulations, international relations and financial instability.
Economic – Such as international, national or regional economies, changes in interest and exchange rates. 
Social – Trends within society, such as the introduction and growth of social media and online shopping which may affect the organisation.
Technological - Artificial intelligence is an example of how technology can affect a business, with some companies looking to replace human production lines with machines.
Legal – Changes to laws relating to the business, this could be around health and safety, employment law, or discrimination law.
Environmental – Organisations are more and more aware of the effect they have on the environment, factors that are considered are climate change and the weather.
PESTLE is a simplified way of analysing business performance which makes it an attractive option for organisations to identify issues or opportunities before or as they arise, on the other hand, there are clear disadvantages to using PESTLE such as, the risk if over simplifying or over analysing data as the parameters are open to interpretation. Another disadvantage is that the analysis would need to be carried out regularly to capture changes that could affect the business (CIPD. 2023)
Organisations can recognise issues and challenges by using various analysis methods such as, interviewing, questionnaires, and benchmarking. If the organisation has an issue with rates of pay for example, they could use benchmarking to find out what their competitors are paying their employees or look at the national average to ensure that they are paying in line with them (Harper. 2019).

Critical Thinking  (AC 1.3)
By critically reflecting on data, assumptions are avoided, and ideas are analysed from multiple angles before being implemented, therefore critical thinking aids good decision making. In a world where there is a wealth of information at our fingertips, it is essential that we as people professionals know how to separate the good data from the bad. The process of critical thinking involves researching a subject and reading a wide range of materials to inform your views, it is akin to listening to both sides of an argument before choosing a side. Critical thinking is a skill that is valuable to many professional subjects such as engineering, science and humanities (HRM Handbook. No date).
One of the principles of critical thinking is overcoming our own biases whether they are conscious or unconscious. When making decisions, it is often faster to use our own experience and ‘cherry pick’ research that supports your own theories. This means that we are only seeing one side of the coin. Our own biases may be leading our research in the direction we would like it to go, therefore not achieving a holistic view of the subject matter, This pushes us towards poor decision making (CIPD, 2023). 
The main principle of critical thinking is asking questions about what you are reading. Questions such as, who wrote it? why was it written? when was it written? Is the research still relevant? (Institute for Academic Development. 2023) In doing so, you begin to look at the research on a deeper level.

Decision Making (AC 1.4) 
A survey carried out by McKinsey found that poor decision making can cost a typical Fortune 500 company approximately $250,000,000 in wages each year due to the time that it wastes (McKinsey & Company. 2023).
1. De Bono’s Six Thinking Hats
There are various ways that organisations attempt to streamline their decision-making processes, such as De Bono’s Six Thinking Hats. The process works by splitting the decision-making process into six different categories (hats), for example, White hat – Facts of the issue, Yellow hat – Positives, Black hat - Risks. One individual or group will then analyse their own area and feedback their findings to the wider team. This breaks down the issue and allows a deeper analysis as well as minimising individual biases (De Bono Group, No date). 
2. Problem Framing
Problem Framing is another type of decision-making process. It is not the same as problem solving, as the purpose is to understand the problem and look at biases and other perspectives. When the problem is properly understood, it should be easier to solve (Hermanto. 2021). The process involves creating a statement of what the problem is, the goal, and what is stopping you from achieving the goal. The next step is getting the perspectives of others on the problem and making sure everyone understands the issue and the goal, provoking discussion on the matter. This process may even find that the problem is not worth solving as there is an easier work around.
3. Root Cause Analysis
Root Cause Analysis relates to diagnosing the underlying issue rather than using a plaster to cover up the surface issues caused by the main problem. This is done by asking what happened, why it happened and what needs to be put into place to reduce the risk of it happening in the future. There are five steps in Root Cause Analysis, these are; Outline the problem, Collect information, What led to the problem, Why did the problem occur, and identify solutions.
The Root Cause is usually identified as a physical, human, or organisational and can then be rectified with new policies and procedures (Mind Tools, no date).
Summary
There are clear similarities between all three of the decision-making processes above, they can all be used for a dealing with a variety of issues. Which decision-making process to use will be dependant on what the issue is and who is available to deal with it. Ultimately, the more diverse the group of people attempting to solve the problem, the better the solution will be (Lewis et al. 2017). 
Ethics (AC 1.5)
Ethical practice is a core behaviour on the CIPD Profession Map. It is about doing what is morally right in all aspects of the working environment. In a research report carried out in 2015, the CIPD identified eight ethical lenses. They are used to assist ethical decision making in the workplace by offering alternative viewpoints such as; Fairness – for example, when writing a new policy, ensuring that it is equitable to all within the organisation, putting yourself in other employee’s shoes to understand how it would affect them (Clark. 2015).
The word Deontolology is derived from the Greek word for Duty - ‘Deon’. It is an ethical perspective that focuses on the act and not the consequences of the act. Deontologists believe that there is a set of moral rules to live by and these should be adhered to. Regardless of the outcome, some acts are always right and some always wrong. For example, deontologists believe that theft is wrong, they wouldn’t consider a starving father stealing a loaf of bread to feed his children who would otherwise die to be mitigation of the act. On the positive side, this does mean equality to all human beings and a good basis for human rights. But alternatively it does not take into account the myriad of factors that could come into play in real life situations. (BBC. No date)
Utilitarianism is a type of consequentialism that deals in the welfare of others. The main concept of utilitarianism is that only the consequences of an act can decide whether the act is morally right or wrong. If an act is carried out that on the surface would be considered immoral, as long as the results have good consequences, the act is considered to be morally right. In contradiction to deontology, there are no inherently wrong actions, as long as the end justifies the means. Utilitarianism is a concept widely used as it seems the sensible option compared to the blanket approach of Deontology or Kantianism. However, it does leave a degree of uncertainty in that the consequences cannot be reviewed until the act has been carried out, by which point it is too late to change your mind. (BBC. No date)
Communitarianism emphasises the importance of the community in developing a person’s identity and promotes community over individualism. The concept was developed through the 1900’s by philosophers such as Amitai Etzioni and Dorothy Day, although it does have strong ties to many different religions (Longley. 2020). Communitarians hold the family unit in high regard and focus on common moral beliefs within their communities. 
Measuring Financial and Non-Financial Performance (AC 3.1)
Organisations measure financial performance through quantitative data such as gross and net profit, return on investment and cash flow. In an article for Forbes Advisor, Emily Birken describes Return on Investment (ROI) as a metric to understand the profitability of an investment (Birken, E. 2022). It is used to analyse the income from the investment minus the cost of the investment to reveal the profitability in order to assess the value to the business. One advantage of using this type of quantitative data is that it is accurate and not open to interpretation, the numbers speak for themselves and cannot be manipulated. One disadvantage would be having to include all costs of the investment into the ROI calculation, not just the initial outlay. This may include labour costs, materials, and time. An example of ROI is, a logistics company spending £50,000 on a new lorry which brings in £750,000 in income, the organisation would be getting a return of 1,400% ROI.
Non-financial performance can be measured through customer satisfaction, sector ratings and employee feedback. This can be difficult to measure as it often involves qualitative data which is open to interpretation. For example, a customer satisfaction survey may reveal service issues within the organisation, however the manpower needed to sift through high numbers of surveys to evaluate the comments in each would outweigh any good that may come from the issues it raises. However, the level of detail this provides would be invaluable (Ittner. 2000).
In summary, both financial and non-financial performance must be measured, and the Key Performance Indicators must be reviewed. They both hold their own importance in different aspects of an organisation.

Adding Value (AC 3.2)
Organisations use their HR function in different ways, some are utilised only for their expertise in Employment Law, others specifically for recruitment and selection and some for administrative tasks. Regardless of the extent that the function is used, HR professionals must prove that they add value to the organisation to avoid appearing as just another cost for the business (Taylor. 2018). 
When an organisation is expanding, the HR team is able to assist with recruitment and selection, within this, the team may assist with writing job adverts, composing job descriptions, arranging interviews, attending interviews amongst other things. This service is invaluable to management as they are able to draw on the expertise of professionals (CIPD, 2022). 
Alternatively, when an organisation needs to downsize, the HR team could assist in the redundancy process, including; voluntary redundancies, the selection process, and discussions with trade unions. By using the expertise of the HR function, the process should be less expensive and less likely to cause issues with staff morale and performance (Taylor. 2018).
Although keeping track of the value added by people professionals is not as easy as looking at the sales performance of another department, there are ways of tracking their success.
One way would be to monitor employee retention and turnover rates. A high turnover of staff suggests that they are not getting what they want or need from the business, this could be related to pay, training, benefits or the general culture of the business. As well as looking at the quantitative data through the numbers of employees starting and leaving the organisation, one to one discussions with employees, surveys, and exit interviews can be revealing in the comments that are made as to why individuals are unhappy or leaving the company. 
Another way to monitor the effectiveness and value of the HR function could be to look at the return on investment from the HR technology purchased by the company. To do this, you would look at the total cost of the technology to date. Then depending on what the system is used for, compare the data from before it was in use to the current data to determine whether the cost was worthwhile (Jay. no date).







Section 2

(A) The review shows that there are marginally more men than women working for the organisation, and only two non-binary people.


(B) The ethnicity percentage per team shows that overall, a large proportion of the company is made up of white British people (91%) and only 6% is made up of non-white ethnicities with some teams having no ethnic diversity at all, being made up of only white people.




(C) Similarly to the ethnicity statistic, 91.9% of the organisation is not disabled and only 8.1%, showing that the organisation is not especially diverse. 


(C) The few disabled people employed by the company do appear to be spread across a number of departments.







(D) The gender pay gap review shows that both men and women are paid above the company average, where non-binary people are paid considerably less. Although when looking at the nature of the work completed by each gender, 20% of the managerial roles are taken up by women and just 11% by men. You would expect the gap between the salary of men and women to reflect this, but it does not in this example.











(E) The average salary across the organisation is £31,757 with the lowest annual salary being £17,500 for apprentices and the highest £140,500 for the Chief Executive.

Recommendations (AC 2.1, 2.2 and 2.3) 
Above is a review of Equality, Diversity, Inclusion and Salary data. The data used for the review is quantitative and therefore a qualitative review is also necessary to delve further into the findings and to reach valid conclusions. This can lead to valuable recommendations to move the organisation forward.
My first recommendation would be to review the recruitment process to ascertain whether it is presented equitably to all genders, ethnicities and abilities. For example, job adverts should be presented in a way that makes them easier for people with dyslexia to read. Reasonable adjustments should be made to ensure that interviews are accessible to all. To avoid subconscious bias, there should be a diverse panel of people interviewing each candidate. Flexible or hybrid roles could help parents of young children to manage their work-life balance (Giles, 2018). 
Evaluating the recruitment process could have many benefits for the business such as, improving the general culture, improving customer engagement, and offering a wider pool of knowledge within the organisation. Financially, although there would be the short-term cost of the time to carry out the review, the return on investment through better retention and attrition rates should outweigh this cost (bob, 2023).
My next recommendation would be to look at the range of salaries. The salary for a management role ranges from £34,000 to £49,950 per annum. This may be due to the range of experience or length of service, but it is important to have boundaries to ensure that everyone is paid fairly regardless of their ethnicity, gender or disability (Wild, 2023). 
Part of the salary analysis could include a skills matrix for each type of role. This would highlight what the role entails, and the skills needed to do it. Each individual would then be measured against the matrix to identify any gaps in their knowledge. This would identify where in the salary range each individual should sit. Knowing that a peer is earning considerably more than you can cause a worker to feel undervalued, an undervalued worker is not likely to give their best performance at work or may decide to look for employment elsewhere causing their current organisation financial loss through the direct costs related to recruiting a new employee and the indirect costs of working time lost through training (Cotton, 2023).
Lastly, I would recommend that the overall Inclusion, Diversity and Equity policy be reviewed. Although we cannot know if the number of different ethnicities or disabled employees within the organisation reflects the area where the organisation operates, there are many things that can be done to attract diversity. An article in Forbes magazine states that companies with a diverse workforce are 35% more likely to see better financial return that others who are less diverse. In the same article, they discuss the increase in creativity and the ability to reach further customer bases with a diverse workforce (Stahl, 2021). Other than being the ‘right thing to do’, diversity is good for business (CIPD, 2022).


Section 2 - Part 2
On assessing the qualitative data provided following a recent employee survey on hybrid working practices, it is evident that although the majority of employees find hybrid working beneficial, there are issues that need to be addressed.
Some of the positives are, 56.3% of employees enjoy working from home and 82% feel that hybrid working supports their wellbeing. However, 80% of employees asked do not feel that they are supported while working from home and 42% find working remotely challenging. My recommendation would be to break down the data into departments to see where the issues are. It could be that certain managers are not offering enough support to their teams. Managers of remote workers are still responsible for the health, safety and wellbeing of their teams, they should manage this with risk assessments and regular check-ins with individuals to ensure they are maintaining healthy boundaries (CIPD, 2023).
Following on from healthy boundaries, 64.3% of employees said that they find it difficult to separate work from personal life when working from home. 250 of the 300 people asked said that they do not feel less stressed when away from the workplace. Although managers have a responsibility to look after the health, safety and wellbeing of their employees, employees also have to take some accountability for themselves. ACAS have published a guide to hybrid working for managers and employees, it includes risk assessment guidance, information on how to support physical and mental health and how to deal with bullying and harassment (ACAS, 2022). This guide is useful for setting up good practice for managing employees who work from home and establishing appropriate boundaries for working time and rest time. 
Communication within the team has mixed reviews with 249 people saying they do not miss engaging with their colleagues and 60% of employees asked saying that working from home affects their communication and collaboration with their team. To combat this, managers should agree how and when to communicate with their employees, this could be a weekly catch up via a video call, a monthly coffee face to face or working a number of days every week in the office. This is not necessarily a ‘one size fits all’ situation and so individual needs should be considered (CIPD, 2021).

In summary, the response from employees is mixed, with some questions having even numbers of positive and negative responses. Overall, I would recommend following up with a second survey to delve further into the answers, breaking them down by team and adding in comment boxes so that they can elaborate on their answers. Although anonymity has its merits, I think the option for the employee to provide their name would be useful to follow up with individuals.
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Percentage of gender by type


Female	Male	Non-binary	118	140	2	

Ethnicity percentage per team































Asian - Bangladesh	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	Black - Other	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	1	Chinese	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	1	Indian	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	1	1	1	Mixed - Other	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	Pakistani	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	2	1	White and Black Caribbean	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	1	1	White British	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	7	4	12	4	2	8	2	11	16	17	8	10	4	10	98	5	10	9	White Irish	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	1	White Other	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	1	1	2	



Organisation disability percentage




Total	
Disabled	Not disabled	8.0769230769230774E-2	0.91923076923076918	



Disability percentage by team







Disabled	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	1	3	2	1	2	1	2	1	2	5	1	Not disabled	
Business Services	Community Engagement and Partnerships	Customer Services	Directors	Facilities	Finance	Governance	Green Spaces	Housing	Income Team	IT	Lettings	Marketing	People Services	Property Team	Regeneration	Supported Housing	Tenancy Team	9	6	12	5	2	8	3	11	16	18	7	9	4	9	94	5	11	10	



Salary difference across genders




Total	
Female	Male	Non-binary	31900.296610169491	31812.178571428572	19500	

