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CONCEPT OF EVIDENCE BASED PRACTICE 

The definition of evidence based HR practice has been set out by Barends, Rousseau and Briner (2014) as “making decisions through the conscientious, explicit and judicious use of the best available evidence from multiple sources.” 
 
According to Scott and Bruce (1995) they identified four types of decision making styles, which includes: 1) Rational decision making style 2) Intuitive decision making style 3) Dependent decision making style and 4) Avoidant decision making style. The rational model is an approach whereby decision making is based on research and logical evaluation (Scott and Bruce, 1995)  Several researchers believes that the rational model is an effective approach to decision making (Russ et al, 1996) (Oliviera, 2007) (Blumme and Easly, 2008) (Uzowanne, 2016) This is in contrast to the intuitive model which is based on hunches (Scott and Bruce, 1995) 

Russ et al. (1996) criticised the intuitive decision making as they believed that it was likely to cause more inconsistencies, which in effect could cause uncertainty. In practice, Russ et al. (1996) believed that the intuitive decision model would cause a loss of confidence in decision makers such as managers.  The rational model should be used as the basis for a person’s thoughts and actions (Ruth, 2026). Poor decision making can be eliminated by accepting emotions (Ruth, 2026). Whilst the rational model practice is still used, more recent authors have evolved the rational decision making approach.

Another well known concept is the ‘best practice’ whereby practitioners use models from precedents that have been done previously. Hartatik et al 2024 state that best practices help organisations in achieving their goals. The best practice approach has been criticised for causing bias (CIPD, 2025) A reliable approach to overcome bias is to make effective decisions by best available evidence (Gifford and Young, 2020) Whilst this may be the ideal approach in theory, this can get complicated in practice. For example, at Redkite Solicitors 2026, there will be instances whereby there is little evidence on a matter and the only evidence will be a statement from one individual. In this type of circumstance, a decision will have to be made by incorporating both the best available evidence and an intuitive approach - this would also involve assessing a matter on the balance of probabilities. Doing so without sufficient evidence is an intuitive decision. 

Kroon and McCartney (2025) claim that HR decisions are based on relying on intuition and have set out the example of selective decisions during an interview hiring process. They have stated that to tackle this type of barrier, interview questions should be the same for all candidates and that structure allows for effective decision making when recruiting. But this approach would only work in specific circumstances like an interview, but may not work for investigating a disciplinary as demonstrated above. 

The CIPD 2025 have formulated practices that can be utilised for effective decision making. Facts, information and data must be obtained from four sources which are 1) Scientific Literature 2) The organisation 3) Practitioners and 4) stakeholder (Barends, Rousseau and Briner, 2014) Anderson et al. (2019) also supports this, in particular related to obtaining opinions from stakeholders in order to identify an issue within an organisation. 

Once evidence has been obtained, six main skills that should be required for effective decision making (Barends, Rousseau and Briner, 2014). These six skills can be broken down to 1) Asking 2) Acquiring 3) Appraising  4) Aggregating 5) Applying and 6) Assessing. Barends and Rousseau believe that this will increase the chances of a favourable outcome when making sound decisions. Waite et al. (2021) support this and further expand on this theory by stating that this approach will help an organisation to have a positive work culture, help support employees with establishing the right kind of reward, and help the organisation with positive feedback and recognition, both from within and outside. The CIPD 2025 have incorporated this approach into the 6 steps. 
There are a variety of strategies that can be undertaken to practice evidence gathering in an organisation such as the burning desire strategy, the replication strategy, the career goals strategy, the practical problem strategy and convenient access strategy (Horns, 2012) The most common strategy involves the practical problem strategy as this will include the use of an analytical tool (Woodhams and Perkins, 2022)
AC 1.1
ANALYSIS TOOL
In order to identify issues within an organisation, there are various types of analysis tools such as PESTLE, SWOT, the environmental analysis tool, Porter’s five forces, amongst others. These tools can be applied by organisations to recognise and diagnose issues, challenges and opportunities. 
The main focus will be on analysing the PESTLE model, which can be used for understanding strategic business planning, marketing and even organisational change in the business. PESTLE involves reviewing political, economic, sociological, technological, legal and environmental factors that could impact a business when making decisions. PESTLE can have its advantages by being a simple framework to use and can assist a company in preparing for future business threats and how to minimise their impact (Hayden, 2025) 
An example of this can be the Legal factor in the PESTLE framework. Currently, there are new changes that are being implemented with the introduction of the Employment Rights Act 2025. One of the implementations that will become effective as of 1st January 2027 is enhanced rights for employees to bring in an unfair dismissal claim. Employees will be able to submit an unfair dismissal claim after 6 months of service, rather than the current law of having 2 years of service. At Redkite Solicitors 2026, awareness of new regulation means ensuring that clients are updated about the risk that this change in the law will bring. Though the law on unfair dismissal will be effective from 1st January 2027, advice needs to be relayed to business that this law works retrospectively too, as any employee who joins from the 1st July 2026 will be able to pursue an unfair dismissal claim on the 1st January 2027 as they would have completed their 6 month service. By assessing the Legal in the PESTLE framework, employers will become aware of the present impact that future changes in the law will bring to their business and may consider being more vigilant when it comes to recruitment. 
In order for PESTLE to be an effective analysis tool, practitioners need to identify both current and future scenarios that will affect the business involved (Hayden, 2026) Once that information has been collated, it needs to be analysed by assessing the potential risks and business needs. This would then need to be weighed up with stakeholders and decision makers before deciding what actions to be taken. 
Whilst the PESTLE analysis is helpful in assessing long term business needs, this tool only operates at a macro level (Waite et al. 2021) In contrast, the SWOT analysis can be assessed on both a micro and a macro level. The issue with both PESTLE and SWOT is that they fail to address uncertainty and are simplistic in their framework (Taylor and Woodhams, 2022) SWOT is a starting point to use other frameworks and further elaborate that to have a successful SWOT analysis requires quality over quantity style research (Taylor and Woodhams, 2022). Hayden (2025) compliments this theory by also stating that the PESTLE framework is oversimplified and can be used based on assumptions that may later prove to be wrong. To tackle the disadvantages with the PESTLE analysis, it should be used alongside the SWOT analysis (Hayden, 2025) 
ANALYSIS METHOD:
An appropriate analysis method that can be applied is people analytics. This is whereby data is gained to solve problems within an organisation. The CIPD have stated that people analytics is useful to understand retention rates and improve employee morale. Narula (2015) and Watson (2010) set out that there are various types of analytics that can be obtained such as descriptive, predictive and prescriptive. Using different types of analytics can help gain insight into specific types of data such as quantitative data, qualitative data and can help further deepen an understanding between correlations in data as well as causation. People analytics has a disadvantage in the fact that the information obtained from people analytics tends to be quantitative and from a single source, namely from within the organisation (Briner, 2023) Briner (2023) expands on this to confirm that though HR have better access to data through people analytics, it does not mean that a practitioner will be able to make better informed decisions, as well as judging the quality and trustworthiness of said data. To tackle this, practitioners need to focus on the highest quality of evidence as the rest of the data will be more biased (Briner, 2023) 
Campion and Campion (2025) carried out research to show that practitioners should use advanced methods to focus more on qualitative data rather than quantitative. 
AC 1.2 
CRITICAL THINKING

Critical thinking has been defined by Ennis (1996) as “reasonable reflective thinking focused on deciding what to believe or do.” Hanscomb (2023) evolves this definition to state that critical thinking is “about not being passive accepting something but rather one actively considers whether something is believable or not.” In order to critically think, three main aspects need to be considered; 1) theoretical knowledge about arguments and rationality, 2) practice by applying these arguments and rationality and then 3) self reflecting how this forms a belief (Hanscomb, 2023) 

Critical thinking is needed in order to avoid the three types of bias that practitioners can easily turn to which are: 1) authority bias, 2) conformity bias and 3) confirmation bias (Gifford and Young, 2023) It is not reliable to just use common practices, but to ensure that it is critically evaluated by balance of probabilities (Gifford and Young, 2023) However, recent news shows that providing training for bias to tackle discrimination in the workplace is an ineffective approach (Coughlan 2020) as bias will always continue to remain. 
On the other hand, Konieczny (2024) declares that an inquiry based learning approach can assist with critical analysis. This is whereby  working on complex projects and collaborating can help tackle challenges to achieve valuable outcomes. At Redkite Solicitors, gathering evidence to formulate a decision against the balance of probabilities is crucial. This involves obtaining the evidence that has been collated by the Client, and assessing this against the law. 
AC 1.3
DECISION MAKING PROCESSES
Salehzadeh and Ziaeian (2024) set out that studying decision making processes is crucial for evidence based practice. 
A well known and popular decision making process to ensure effective outcomes is De Bono’s six thinking hats. This is whereby a practitioner can explore a matter using different perspectives to assess a situation. De Bono (no date) as cited by Cagla (2020) breaks down the way an individual thinks by categorising this into six different roles. The white hat is for information and the data available and what data is not available. The red hat signifies feelings and 
The black hat focuses on judgment and this is whereby negatives need to be assessed in a situation. The yellow hat is where positives are explored. The green hat looks into new concepts. The blue hat is used to manage the entire thinking process. This is usually whereby someone needs to ensure that all the other hats are managed accordingly. In using different techniques, Woodhams et Perkins (2022) state that this will help with using parallels that will allow practitioners to think deeply before making a decision. 
Becker (2021) rejects the De Bono approach and confirms that “there isn’t a ‘one size fits all’ approach” when it comes to decision making processes. 
There are five steps that HR practitioners should consider when determining their decision making process better. This involves having a structure and setting up a structure that will involve everyone’s ideas and opinions. This involves respecting different ideas that  can help make employees feel included when making a business decision (Becker, 2021). He further states that HR practitioners must avoid accepting the first adequate result and ensure that all options are explored and even if there is a satisfactory outcome, practitioners should always continue to find other options. Other processes involve utilising technology such as Zoom whereby extended employees can be reached and also bringing additional experts for further guidance (Becker, 2021)
Though De Bono’s six thinking hats can be useful, it can cause issues when different individuals will use the same process  but may have a different point of view (Woodhams and Perkins, 2022) This should not be taken as a negative but may cause quality to be of an insufficient standard. To overcome this difficulty, more evidence will need to be gathered (Woodhams and Perkins, 2022) 
AC 1.4 
ETHICAL PERSPECTIVES
Taylor and Woodhams (2022) explain that ethics are a “collective code of right and wrong.” This is opposed to morals, which focuses on an individual’s codes of what is right and wrong. 
Immanuel Kant (no date) as cited by Stohr (2022) formed philosophy based on rationality and living a respectable moral life. Over the course of time, Kant’s theory has further evolved into Deontology. This is the belief that people should follow rules and do their duty. Deontology has been criticised by Barrow and Khandar (2023) whom state that Kant’s theory does not focus on the consequences of the actions that an individual would take. An ethical perspective that contrasts to Kant would be utilitarianism  (Barrow and Khandar, 2023)  This approach focuses on the consequences of someone’s actions and considers the risks and benefits of next steps. For example, Kantian deontology works in circumstances such as ensuring that an employee’s data is protected as this is a duty. Whilst there are legal obligations to protect data under GDPR 2019, this also needs to be balanced with utilitarianism to ensure that the risks involved have to be considered if such data were to be leaked and the effect that this can have on an employee. Utilitarianism has been criticised because it places emphasis that moral judgments are a single currency of value (Armstrong and Taylor, 2020) 
There are other ethical perspectives that can be explored such as stakeholder theory, whereby the organisation should be led by owners, employees, local communities and customers (Armstrong and Taylor, 2020). Discourse theory can also be considered in practice as it focuses on providing a practical procedure and then allows discussion to take place surrounding such procedure (Winstanley and Woodall, 2000)  
In deciding whether a situation is right or wrong, this will depend on what ethical framework is being applied (Taylor and Woodhams, 2022). Implementing ethics will depend on the work culture of such company - a public sector organisation such as the healthcare industry may focus on implementing hybrid theory by combining deontology and teleology, whilst also needing to factor a patient/service user’s own philosophical beliefs and ensure that they are not treated unfavourably under section 10 of the Equality Act 2010. A private sector such as Redkite Solicitors may place a higher value on taking a teleological approach as there is risk to the business if it does not consider the consequences of giving the wrong advice for example. When a practitioner becomes a member of the CIPD, Taylor and Woodhams (2022) state that managing ethical conflicts is not just a duty but an obligation to act under professional code of conduct and to follow the profession map. The profession map is a guide to show that better decision making can be achieved if a practitioner can follow the concepts of evidence based practices (The CIPD, no date)
AC 1.5 
FINANCIAL MEASURES
There are 13 financial performance measures that can be used to monitor performance in a company (Stobierski, 2020)  One of these measures is cash flow. This is a statement that shows how activities such as operations, investments and financing activities affects monies coming into an organisation. Stobierski (2020) states that a cash flow statement can help with managing budgets.
NON-FINANCIAL MEASURES
A non-financial measure that an organisation can use is feedback (Taylor and Ciachir, 2022) For example, 360 degree feedback is a great method of measure as this type of feedback does not just come from a manager regarding an employee, but will also encompass feedback set out by fellow co-workers, customers and can also include self appraisals by employees (Taylor and Ciachir, 2022).  Whilst this is a great method, they have also highlighted that there can be concerns regarding objectivity (Taylor and Ciachir, 2022) 
AC 3.1
VALUE OF PEOPLE PRACTICE AND METHODS TO BE USED
Taylor (2018) explains that adding value can contribute to a business by delivering 3 different types of values; business objectives, administrative excellence, and acting as a champion for people management. To deliver business objectives, practitioners can be crucial in assisting with what a business needs over time (Taylor, 2018) For example, a business may need to initially start by expanding, but may then reach a stage whereby it needs to reduce. 
Administrative excellence involves managing organisations with a variety of tasks for efficient running of the business (Taylor, 2018) Some examples of administrative activities that a practitioner would be involved in such as developing frameworks, recruitment, issuing payslips and training managers advising in employment law (Taylor, 2018). Achieving such tasks at a high standard will improve cost efficiency. Furthermore, such activities will also improve credibility within an organisation. 
The third stage that Taylor (2018) states is crucial is acting as a champion for people management. 
The concept of adding value has further been explained by Taylor and Woodhams (2022) as the final step for ensuring good evidence based decisions. This is whereby one uses business indicators to evaluate the extent to which people management works in an organisation. But this can be difficult when value can be considered differently depending on whom it is applicable to. For example, a stakeholder may value higher earnings over higher profit, whereas another may value the opposite. In order to assess these kinds of values, a HR practitioner should consider cost and benefit analysis. 
Waite et al. (2021) state that a growth of information methods can cause an increase in misleading forms of information that can be damaging to individuals and the organisation if not treated with care. 
AC 3.2 
PART TWO 
Table 1: Converted to Percentages % with the original number still included 





	People Practice Area 
	Regular user
	Percentage Complete (%)
	Infrequent user
	Percentage Complete (%)

	HR Policy Guidance 
	310
	72%
	118
	28%

	Resourcing 
	77
	18%
	351
	82%

	Performance 
	284
	66%
	144
	34%

	Employee Development 
	268
	63%
	160
	37%

	ER related issues 
	112
	26%
	316
	74%

	Pay and Reward
	313
	73%
	115
	27%

	Workforce Planning 
	24
	6%
	404
	94%

	General Administration 
	415
	97%
	13
	3%

	EDI
	47
	11%
	381
	89%

	Wellbeing advice
	269
	63%
	159
	37%

	People Practice Area 
	Effective 
	Percentage Complete (%)
	Not Effective 
	Percentage Complete (%)

	HR Policy Guidance 
	187
	44%
	241
	56%

	Resourcing 
	377
	88%
	51
	12%

	Performance 
	199
	46%
	229
	54%

	Employee Development 
	404
	94%
	24
	6%

	ER related issues 
	319
	75%
	109
	25%

	Pay and Reward
	417
	97%
	11
	3%

	Workforce Planning 
	16
	4%
	412
	96%

	General Administration 
	358
	84%
	70
	16%

	EDI
	213
	50%
	215
	50%

	Wellbeing advice
	367
	86%
	61
	14%

	People Practice Area 
	High Value 
	Percentage Complete (%)
	Little Value 
	Percentage Complete (%) 

	HR Policy Guidance 
	126
	29%
	302
	71%

	Resourcing 
	402
	94%
	26
	6%

	Performance 
	179
	42%
	249
	58%

	Employee Development 
	422
	99%
	6
	1%

	ER related issues 
	300
	70%
	128
	30%

	Pay and Reward
	426
	99.5%
	2
	0.5%

	Workforce Planning 
	4
	1%
	424
	99%

	General Administration 
	333
	78%
	95
	22%

	EDI
	223
	52%
	205
	48%

	Wellbeing advice
	409
	96%
	19
	4%


Chart 1 is a quantitative survey that assesses satisfaction rating from managers of the people function. The table that has been used is a bar chart to what people practice areas managers place high value versus those that place little value on said areas:

[image: ]

By collating this data, a practitioner will be able to see that little value is placed on workforce planning in comparison to pay and reward. By seeing these results, a practitioner can then use qualitative data to determine the reasoning behind these results. This can be done by arranging interviews where the manager will explain both the concerns in workplace planning but also understand the positives in pay and reward.[image: ]
In Chart 2, the area of focus is on understanding what people practice area is not effective. 
[image: ]

In Chart 3, the area of focus is understanding what people practice area is regularly used by managers versus what is infrequently used. 

AC 2.1

In Table 2, a survey has been set out whereby management has been used as a focus group to determine their opinions on certain areas around people practice. This study has been completed by using a scale factor of 1 = fully agree to 5 = strongly disagree
Within these results, the majority of management agree that the people practice team are supportive and understand the importance of such roles. 
There are mixed results on whether management know how to handle people related issues better than the people practice team. The biggest concern identified is the divide amongst managers on whether they can confidently handle people related issues without help. This can cause concern because correlated results further identifies that the majority of management do not know where to find their policies on their system. This can then escalate if management does not have the skills to use the policies to enforce a procedure (Miller, 2017) If they do not follow this, could there be a breach in the law under the Equality Act 2010. A further risk could be that if management does not follow the correct absence procedure by failing to recognise a disability and assess whether to make reasonable adjustments for an employee, an employee could become contentious and raise a claim against the organisation. 
To resolve this matter, an internal investigation needs to determine the reason behind why managers do know where the policy is. This could help an organisation understand whether there is a training need (Miller, 2017) or whether management do not need to locate the policy because they have experience on working on a multitude of absences, therefore management will know the procedure already. Other reasons could be that the policies are not on a digital system, but rather a physical copy in the workplace. 
To analyse this data further, an analysis tool should be used. In this instance, the SWOT analysis can be used. This will help understand the reasoning behind why there is a divide within management on areas such as why they are confident in handling people related issues without any help. Further approaches will need to be incorporated such as critical thinking, De Bono’s six thinking hats, the CIPD’s 6 steps to ensure that there is effective decision making. 
Once further information has been obtained to understand the data, a recommended step is to ensure that training related to HR practices is introduced. This is paramount with the significant changes that will come into effect with the Employment Rights Act (Miller, 2017).
By training managers, this will help manage workflow to reduce absences and turnover rates (CIPD 2025) and will help with better performance in the company. By allowing a manager to perform a procedure such as a grievance procedure, it can strengthen the relationship between them and their employee (CIPD, 2025) The benefit to arranging training is that management will be legally compliant with new changes in the law. 
In order to determine whether training will have any benefits, it is important to establish what the objective is for the organisation. There are a variety of benefits such as improving organisation culture. The CIPD (2026) completed a recent study that shows that setting clear goals will boost productivity and retain skilled staff members. 
However, the main cost to note is that training can be expensive. A practitioner has to balance efficiency and whether there is any way to be cost effective to ensure that the training will meet its objectives. This can be done by using financial data such as a cost benefit analysis (Stobierski, 2020) and then use evaluation tools such as staff satisfaction surveys to confirm whether managers are efficiently carrying out their role to the employee and implementing the HR policies correctly. Other data that can be assessed with this is absence data and wellbeing data. When analysing this, a practitioner has to consider that different sectors will measure performance in different ways. At Redkite Solicitors, which is a private sector, KPIs are measured to understand profitability and productivity. This contrasts with the private sector which uses public management reforms. 
An example of how to reduce cost is for a HR practitioner to gather knowledge and then relay this back to management. Relaying knowledge should ideally be done either in small groups or on a one to one basis to ensure that training is understood by management. By doing this in small groups or on a one to one basis will ensure that the company is not impacted by loss of working time as there is management at all times to support the employees (CIPD, 2026) 
A recent study has shown that instead of focusing on workplace culture, practitioners need to focus on workplace climate (CIPD, 2026) This has been explained as using policies, practices and procedures that are attached to an employee’s perception. Whilst workplace culture refers to the norms and values of an organisation, climate sets out that policies give the organisation a formal infrastructure, procedures describe expected behaviours and practices describe the behaviour itself. (CIPD, 2026) 
Another recommendation is for HR practitioners to implement business partnering. Whilst there are many ways to achieve this, the essence of this practice is to ensure that business partners work with management to help both the people and the organisation (CIPD, 2024). This can be achieved by understanding goals of the business and its structure. To accomplish this, it is crucial for people practitioners to use evidence based practices with the data that they obtain. A practitioner needs to know how to use this data as core knowledge is part of the CIPD profession map (CIPD, 2024) By doing this, the benefit is that it can be cost effective and generate more revenue.  The risk and the financial implication is that not every organisation will benefit from business partnering is not suited for everyone, especially if stakeholders do not commit to this work culture. 
A final recommendation is that after all of the above has been done and change has been implemented, then the same research is completed six months later to see whether there are any improvements. This should be done using the same quantitative and qualitative methods and with the same group of management. If there are any anomalies, such as a manager has left or been replaced, this must be taken into account. Effective evidenced based practices will help with effective decision making. 
AC 2.2
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