5CO01 – Organisational Performance and Culture in Practice

Evaluate the advantages and disadvantages of both a divisional structure and a matrix structure. Within the evaluation, you should include the reasons underpinning each structure. (AC 1.1)
Within a divisional structure, the outward focus is on the customer, product or service and can be described as having a top level of management comprising of a CEO, followed by a decentralised hierarchy of divisional managers who oversee a smaller unit or division. Examples of this type of structure include the Walt Disney Corporation and McDonalds.
Each division has its own targets and goals and sometimes its own customer base, it will report upward through management and will have little contact with the top executives while still working under the policies and procedures of the organisation. 
The advantage of this structure is that by being autonomous of other divisions, each one may work independently and have the focus be on the customer, service, or product. However, this in turn can also be a disadvantage as it does not foster cross collaboration between divisions making work across divisions that much more difficult. Although the divisions will align under the corporate policy and procedure, each division may have a different process or system that could prevent working together harmoniously (Burton, Obel and DeSanctis, 2011). 

A matrix structure differs in its make up in that it usually combines multiple structures and is usually found in project-based organisations such as advertising agencies, universities, and include companies such as BMW, IMB and Boeing. The simplest description of a matrix structure is that employees have two managers: 1) departmental manager, 2) project manager (Robbins and Judge, 2017). This also means that communication can be multi-directional as an employee may report to either manager whilst these managers also have cross-communication. 
Additionally, when a project is assigned, teams come together from different disciplines to work together allowing for flexibility of resources and expertise. The advantage of this is that it leads to better communication, collaboration and can be effective in dynamic environments. 
However, Robbins and Judge also go on to say that it can be disadvantageous in the way that it creates confusion in reporting relationships for employees and could also lead to a fostering of power struggles between managers. 

Essentially, there is no right or wrong structure for an organisation to follow, with there being advantages and disadvantages to both. What will dictate the success of an organisation is how its structure aligns itself with the corporate strategy, goals and objectives. 

Analyse the extent to which the organisational strategy in your organisation (or an organisation with which you are familiar) helps to ensure products or services meet customers’ needs. (AC 1.2)
In my current position, I work for a Local Government Authority (LGA) which can be described as having a functional-hierarchical structure. Meaning we have a Chief Executive that sits above a group of five directors who oversee the key business areas. Underneath this the five directors have a varying number of service managers who look after the myriad departments within each directorate. However, being a political organisation, we have a council of sixty elected members who oversee any final decisions (Pembrokeshire County Council, 2023). This can prove difficult as although they are advised by the experts, senior leaders and directors, the decision is put through a political process and voted upon.

One strategy of the organisations is to maintain its “golden thread” – meaning that “The Corporate Strategy will only be effective if it reflects Cabinet’s priorities in a coherent manner” (Pembrokeshire County Council, 2024). This is reflected in that within the elected officials there are a select few that speak on issues within some the service areas that we provide for example: Finance, Housing and Residential Services. Effectively, these divisions within the authority structure work alongside the elected member to provide high quality service to the residents of our county.

The overall mission statement for the authority is “Working Together, Improving Lives” and this is foundational in all the work that we do (Pembrokeshire County Council, 2024). Initially, each service area must have a clear understand of who their customer is and by providing multiple services to almost 125,000 residents, not all needs will be the same. This could mean that within housing for example, there are multiple strategies for different groups of individuals but all working toward the same goal. When it comes to planned vs emergent strategies, we may have to use different strategies for different times (Stobierski, 2020). When policy is agreed it must first pass through the elected members, if it does not, sometimes quick adjustments may be needed to satisfy, thus making the strategies more emergent. 

However, by having a good foundation of customer analytics, the development of policy and then good implementation, we can be assured we have good delivery of service to our customers/residents. One example of this was the distribution of food waste bags. Complaints were received that food waste bags were not easily accessible (analysis), the consultation of where would be easier to retrieve them from brought back two final options (development), and they were held from that point on in leisure centres and libraries (implementation). 

Analyse the current impact of interest rates, inflation and one other external factor on your organisation (or one with which you are familiar). Identify organisational priorities arising from your analysis. (AC 1.3)
In recent years, as a result of both rising interest rates and inflation, Pembrokeshire County Council has a gap in its funding. The budget statement for 2025-26 states that there is a gap of “34.1 million (net funding)” and this is projected to reach £64 million by the end of 2029 (Pembrokeshire County Council, 2025). The impact of this has led to cuts across the entire organisation in the form of voluntary redundancy and severance, departmental closures and the cutting of funding to services. This has meant a decrease in staff morale, increased workloads/pressures and the inability to provide the quality of some services to our customer base. 

The organisation has highlighted the increased pressures to its budget which include 
· a rise in the cost of employment in line with inflation pay 
· increased demand for services within schools, social care & housing and the costs associated with this
· a decision to keep council tax lower than the average for Wales (Pembrokeshire County Council, 2025).
As a large-scale employer (6,500 approx.), the cost of employment is circumstantial, but also, the service area of social care & housing is the largest within the organisation. These two factors contribute to the large gap in funding significantly. Alongside this, the political factor of elected officials has an impact on financial pressures. These elected officials have used the low rates of council tax as part of their platform for election/re-election, which has meant the advice of financial departments being overridden. 

Within the HR function, key areas have been identified as organisational priority. This has meant facilitating the communication and management of change, supporting the wellbeing of employees and development of employees. Through encouraging development, the L&D function has been able to analyse skill gaps and providing training to upskill and grow talent from within. This has meant roles are filled without the need for recruiting and its associated costs. Facilitating and managing change has been important in navigating this difficult and uncertain time and this has also been hand-in-hand with supporting wellbeing. 

In February 2024, Peter Cheese, current CEO of CIPD stated, “AI is transforming jobs, careers and workplaces. People professionals have a key role to play in encouraging safe experimentation and rapid learning, so that we can reap the benefits and mitigate the risks.” Assess the extent that AI is, or could be, used in your organisation (or an organisation with which you are familiar) and assess how AI impacts work. (AC 1.4)
There are several ways in which AI can be integrated into the operation of my organisation. However, in agreement with the above statement, people practitioners must be vigilant in its uses. The UK government issued guidance for local government in 2019, but it has not been further updated. In the guidance it does state that we can use AI to “deliver more for less, and give a better experience as we do so.” (GOV UK, 2019). However, it must be monitored effectively so that the statement remains true. 

One was the organisation I work for is using AI is in the creation of learning curriculums, lesson plans and resources. By inputting the skeleton framework for a curriculum, we can use AI to fill in some of the material and give appropriate references to use. However, as people practitioners, we must proofread, fact-check and monitor the material for consistency. Once this is done, they can use this breakdown of lessons to create a singular lesson plan, with activities and resources included. This impacts work by cutting down planning time and increasing productivity. However, an indirect impact of this is in the creation of another role within IT to maintain and develop systems. 

One further use could be the automation of some customer service roles. By using an AI chatbot to answer incoming queries this would free up agents to deal with more complex matters. Initially the chatbot would have to assess weather the query was simple or complex and the system would need to be seamless in its handoff to a live agent. The University of Cincinnati (2024) notes that by moving toward this way of working we can provide “customer service excellence” as well as increasing output and cutting the time taken for customers to be dealt with. This needs to be carefully monitored to ensure that it is working as intended and through feedback refined to ensure customers are satisfied. 



Explain Charles Handy’s model of organisational culture and explain David Rock’s SCARF theory. (AC 2.1)
Organisational culture reflects the behaviour of the individuals within and can shape the success, or failure, of an organisation. Watkins (2013) describes it as “organization’s immune system”. Handy’s model of organisational culture takes inspiration from the buildings of Greece and divides culture into four distinct pillars: Power, Role, Task and Person. It is sometimes visualised as a Greek building and in his book Gods of Management (2020), Handy draws further on his inspiration by assigning Greek deities to his four descriptions: 
Power & Zeus, Role & Apollo, Task & Athena, Person & Dionysus. 

· Power culture can be defined by having centralised power that is held by a small number of individuals, it is also sometimes visualised by a drawing of a spiderweb as the power, although centralised, has a ripple effect across the web when executed (Handy, 1993). Decision making is quick and effective, and it is easy to see why Zeus was chosen to represent as he is the figurehead of Greek myth. These types of organisations usually have a flat structure, reporting to one figurehead, and are usually small family businesses or start-up companies.
· Role culture is described as having clearly defined roles, procedures and hierarchies. Employees are assigned based on their skillset, qualifications and experience and are assigned roles accordingly. Decision making is based on the established lines of communication and as employees work their way up the ladder, they take on more power and responsibility. However, without sufficient succession planning, there is no support for employees to grow. Handy (2020) affiliates this culture with Apollo as he was the patron of rules and procedure. This is most common in large organisations. 
· Task Culture has a focus on completing specific tasks and bringing teams together with a specific skillset to complete the task assigned. Decisions are influenced by those with expert knowledge rather than authority and there is a big focus on collaboration and end results. However, one disadvantage is the risk of losing employees if not everyone within the team performs. It is affiliated with Athena as she was concerned with the “continuous and successful solution of problems” (Handy, 2020). Organisations that focus on project-based work usually follow this culture, such as advertising agencies.
· Person culture can usually be found in organisations that have little or no hierarchy such as law firms, universities and GP surgeries. Individuals operate independently of each other under a loose and informal structure. Employees prioritise their own goals and have autonomy to do so. It is associated with Dionysus as he perfectly represents the existential nature of such a culture (Handy, 2020). This level of autonomy however, if left unchecked, could lead to complacency and poor performance if not managed effectively. 

David Rock’s SCARF is a psychological theory that helps us understand the triggers that drive our behaviour to achieve:
· Status – our relative importance to others
· Certainty – clarity and predictability 
· Autonomy – control over our environment and decision
· Relatedness – our connection and belonging among others
· Fairness – equality among all parties (BiteSize Learning, 2025). 
When we have opportunity to increase the amount of these we hold, we may find it rewarding, however, challenges to these areas may also push us to withdraw or feel threatened. There are many ways in which these areas may be affected both positively and negatively and these are summed in the following graphic.
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Figure 1. The SCARF model (BiteSize Learning, 2025). 
There are stimuli that may affect the different aspects of SCARF, both in the positive and negative. By having an awareness of these, we can control the ways in which we react whilst protecting our psychological safety. We need to be proactive when facing these stimuli as opposed to waiting for things to go wrong and simply following instructions. If we have that psychological safety in place, we can feel more confident to take risks. 

Assess how employee selection or employee development impacts organisational culture and behaviour in your organisation (or one with which you are familiar). (AC 2.2)
As an organisation we have three main culture areas: Purpose, Learning & Results. Therefore, the consistent development of our staff is highly encouraged. 
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Figure 2. Culture Standards (Pembrokeshire County Council, 2019) 

As a Learning & Development professional, we are at the forefront of both implementing this culture and encouraging its message throughout the organisation. Paine (2021) states that the culture of learning “bridges the gap” between what an organisation needs to become more productive and what the L&D function was able to deliver. By encouraging development both through the internal programmes and in their own time, we as an organisation are fostering skills that are multi disciplined. 
For example, as part of our management development framework, we conduct a DiSC Assessment on each of the delegates attending. Wiley (2023) claims that it helps to ‘build better relationships & inspire great managers’ though the awareness of ones DiSC profile. We have found that because the organisation supports the development of the individual, not only do they achieve this but also encourage it of others. By sharing the experience with their wider teams, the culture has grown exponentially, and we are finding more people interested in the linked courses of managing behaviour and working collaboratively. We have also noticed that there is greater consistency in attendance figures. 

Overall, by having a foundational focus on learning within our culture, we are encouraging employees to seek out opportunities to develop. The impact of this is meaning that teams are working together with better cohesion. Most recently this has been supported by the inclusion of CPD accreditation on some internal programmes, so the reward factor is also seeing a rise in growth mindset when it comes to training, learning and development.

An organisation is planning a change relating to hybrid working. Many employees moved to home working during the Covid-19 pandemic. Whilst this approach worked well at the time, the organisation now wants all employees to work at least two days a week on site.  Explain how Kotter’s approach to managing change could be used to successfully implement this change. (AC 2.3)
There are many ways in which we as people practitioners can help in facilitating change, and similarly, numerous models which can assist us in doing so. One such model is Kotter’s 8 step change model: 

1 – establishing a sense of urgency
2 – build a guiding coalition
3 – form a strategic vision
4 – Enlist a volunteer army
5 – Enable action by removing barriers
6 – generate short term wins
7 – sustain acceleration
8 – institute change (Kotter, 2025)

With reference to the scenario of bringing employees back to the office for at least two days a week, Kotter’s model can be applied in the following ways. 
Kotter (2012) talks about a lack of urgency being aligned with complacency, in this scenario the employees may be comfortable in their surroundings at home and not want to return to office. But to establish change, according to the first step, we need to create a sense of urgency. This could simply be adding a time constraint or deadline for the action to happen.

The coalition, different to the volunteer army in the way that the coalition are the team forming the plan and the army are the ones delivering the change. People practitioners may sit on either bench as we can have a hand in drafting the plan but also in delivering the communication for change. A coalition needs “committed people, born of its own ranks” (Kotter, 2025) so that the next step of a strategic vision is drawn up with a clear vision on how the future will be different and benefit from this change but also that everyone is represented fairly. 
Following this, the army, usually made up of managers from across the organisation (alongside HR), will communicate this change. Importantly, they must also want to enact change and present a unified front in the pursuit of a common goal.

To remove barriers, the organisation must clear the way for people to adjust to this change. This must be done promptly and continuously so as not to halt the acceleration of change. In this scenario, this may introduce flexible working arrangements regarding working hours or the days in which employees are required in person. Rather than being fixed, the freedom involves the full employee population and would encourage a positive attitude to this new change. This would also lead to generating short-term wins as more face-to-face contact may generate better working relationships. This should be recognised and communicated back often to “energise the volunteer army to persist” (Kotter, 2025) 

Once we have this, we can continue to accelerate the success of the change while also appraising what has worked well and what needs to adjust to continue to institute change. Leaders must then communicate this success and reinforce that the change is “permanent and here to stay” (Rose, 1999)
The advantages of this model mean that it is an easy step-by-step model with a clear linear path. However, each step must be followed, in order, or organisations risk the failure in implementing their change. It may be time consuming to be so detailed and special consideration must be made in that everyone is represented in the coalition so as not to discourage participation. 

Using the Kubler-Ross change curve, discuss how change is experienced. (AC 2.4)
Developed by Elisabeth Kubler-Ross in the 1960’s, the change curve gives visual representation to the process of experiencing change. Split into three stages, it describes the emotions that someone may experience when change occurs. Based on responses to grief, the stages have evolved some over time but are typically consistent in their description (Roberts and Tracey, 2024). 
Stage one – Shock and Denial. Typically, the initial response to change is shock, and while this is temporary and sometimes short lived, it can result in a slowing down and loss of productivity. This can be brought on due to lack of information, fear of the unknown or looking stupid and can then lead to a stage of denial (Exeter University, 2010). Whilst in denial, individuals may look to the past and ask why there is need for change as they find comfort in the status quo. Additionally, individuals who have not experienced change before may feel the effects of these emotions slightly more than others. At this point communicating the details of change and its benefits, whilst giving reassurance, is paramount. 
Stage two – Anger and Depression. Following Denial, anger usually follows and may be directed at the organisation, a group of people or indeed an individual. By focusing attention on one or more of these, blame is placed outwardly and feelings associated with denial may continue alongside suspicion and frustration. Depression, the lowest point of the curve, brings with it a low level of morale and an increase in apathy and isolation. It is also interesting to note at this point, that individuals may enter the curve at any point, not just the start. Some individuals, for example, may enter the curve immediately at anger (Roberts and Tracey, 2024).
Stage three – Acceptance and Integration. At this point we begin to arc upwards within the curve. Individuals may now come to terms with the change at hand and they may begin to test out what it means for them going forward. This then leads to integration when individuals “assimilate the change and adjust to new ways of working” (Roberts and Tracey, 2024). It is also important to note that as well as entering the curve from differing points, individuals will experience them at different paces. While some may spend more time in stages one and two, an individual who is accustomed to change may move to stage three much quicker than others. 
Knowing where an individual sits on the curve will help when deciding how to communicate information going forward and what level of support is needed. While this model is not used to implement change, it can be a useful tool to assist people practitioners in managing employees expectations of and reactions to change (Roberts and Tracey, 2024). 
The CIPD’s Health and wellbeing at work survey 2023 found the percentage of organisations that have a standalone wellbeing strategy has risen from 40% in 2018 to 53% in 2023. Although the percentage has increased, this means that 47% of organisations do not have a standalone wellbeing strategy.  Assess the importance of wellbeing at work and assess how good work could impact wellbeing. (AC 2.5)
Initially, it is easy to assume that the rise in wellbeing strategies is in response to the Covid-19 pandemic. However, health and wellbeing are not new concepts. The World Health Organization (2022) states that “Mental health is a state of mental well-being that enables people to cope with the stresses of life, realize their abilities, learn well and work well” and goes on to say that this has a direct impact on the way we make decisions, build relationships and help to shape the world we live in. Therefore, it is easy to see why this can be applied not only to our personal lives but also to out professional. 

The CIPD factsheet states that the direct benefits of focusing on wellbeing at work include: 

· Better employee morale 
· More inclusive culture
· Better work-life balance
· Reduction in absenteeism and employee turnover

It is important that this is integrated holistically into an organisations culture so it can prevent work-based stress and create a positive working environment where everyone can thrive (Suff, 2024). However, organisations must consider that not all people experience health and wellbeing in the same way. Hasson and Butler (2020) write that “wellbeing is subjective” and that every person will have their own personal beliefs about what makes up their own wellbeing. This is definitely something that organisations need to be mindful of and people practitioners especially must accommodate differing perspectives. 

Within the breakdown of the 2024 good work index for Wales (CIPD, 2024), 40% of respondents answered that work affects their mental health positively. This is a slight increase from the year previous but by continuing to foster this positive culture we could see it rise again. This is important as by doing so we can then hopefully see a rise in the direct benefits listed above. Interestingly, one of the direct benefits of a good work-life balance scored well in the index with 76% respondents answering positively. Alongside this, one of the key findings was that “Employee engagement remains positive, with fairly high levels of enthusiasm at work” (CIPD, 2024). This could also be considered as being assisted by a good wellbeing strategy. 

Provide a brief overview of the employee lifecycle and discuss people practice roles at the recruitment, development and separation stages of the lifecycle. (AC 3.1)
The employee lifecycle is the description to the journey an employee takes before joining an organisation, through their development, their final day of work and beyond. It is influenced by the customer experience and is a way for organisations to assess the experience of an employee at multiple stages through their employment (Maddox-Daines, 2023).  It is defined by six sections: Attract, Recruit, Onboard, Develop, Retain and Separate. Within this cycle, people practitioners have a role to play in all areas.

Attraction, the way in which the organisation choses to fill potential vacancies, could refer to job adverts, social media campaigns or job fairs for example. After successfully attracting a candidate to apply for a role, the recruitment and selection phase can begin.  This is usually the first time the candidate will have direct contact with the organisation and may encompass them learning about the organisation’s culture, values and more specifics of the advertised position (Maddox-Daines, 2023). As people practitioners, especially those with a recruitment focused role, it is paramount to recruit in a fair, unbiased and ethical way. This means that not only should an organisation focus on getting the right person for the role, they should do so in a way that treats everyone fairly and on a level playing field. Another aspect of this stage is the formal interview and again, people practitioners will be vital in assisting the hiring manager in this process. 

Onboarding, welcoming the new employee to the organisation, then begins as soon as the candidate accepts the role. This process is a collaboration between the HR and Line manager but could also involve other departments, such as IT, which are relevant to the position (Maddox-Daines, 2023). Once the employee is inducted into their role, the next stage of development may begin. People practitioners, especially those in a Learning & Development function, can provide their expertise. By collaborating with management and identifying training needs, L&D teams may provide vital learning opportunities to help develop the employee. However, as Paine (2021) points out, the operation must “enhance relevant learning not multiply the instances of irrelevant learning”. By providing opportunities for continuous development the employee feels invested in.

Employee retention is important not only for an organisations reputation, but it is more cost effective than using time and resources to constantly recruit new employees. By investing in employees through their continuous development, we can foster this. However, there are instances where the employee may decide to leave. This separation is not always caused by dissatisfaction, it could be retirement or relocation for example. People practitioners must therefore be involved to assure a smooth transitionary period and a positive experience in the remaining time before exit (Maddox-Daines, 2023). 
Capturing data, in the form of an exit interview for example, is important as we are then able to analyse the data for the development of the organisation. Understanding why a person leaves may give us insight into where things may be going wrong and help to improve retention figures.  Although not officially a part of the life cycle, having good communication with ex-employees can assist in helping the attraction process through word of mouth, positive promotion and success stories. 

Analyse how people practice supports organisational strategy through vertical integration and how people practice supports wider people strategies through horizontal integration. (AC 3.2)
Within organisations, vertical integration will refer to the way in which Human Resources, as a whole, are completely aligned in support the organisations strategy and its definition (Armstrong, 2006). One way in which people practitioners may support this is through assisting performance management. By having a clear strategy in place and an effective appraisal system to monitor this, the organisation can work in harmony with the HR function to foster a culture of high performance. This is also supported by a learning culture with good succession planning to assist with creating a pathway for future strategy.

By working in this way, there is a clear end goal for all and ensures consistency across the board. However, this means that all parts of the HR function must be aligned in its approach. If there is a misunderstanding in what the focus is then recruitment, for example, may not have this in mind when searching for new talent. Also, if there is a change in strategy that is miscommunicated, then the focus will not be aligned. 

In horizontal integration, the HR functions are expected to be collaborative in their approach whilst being mutually supportive of one another (Armstrong, 2006). In this type of integration, the different branches of HR must work together to maintain consistency. For example, skills in need of development that are identified at the recruitment stage must be passed to L&D for development upon employment. By working in this way, it helps to provide a positive employee experience through the employee lifecycle. 
This way of working allows the organisation to be more reactive in its needs and develop talent from within making for better employee retention. However, this way of working may also be very complex if each part of the function has a different role to play. The success of this will come down to effective management and communication. 

An organisation is planning to introduce a four-day working week. Discuss the processes the people function could use to consult and engage with managers and employees to understand their needs when moving from a five-day to four-day working week. (AC 3.3)
The introduction of change, depending on the size of the organisation, can be huge. People practitioners play a huge part in managing expectations and assisting in making the process a smooth one. They can do this by supporting both employees and management to ensure a successful transition.
Initially, people practitioners will want to communicate the incoming change and gather feedback. This could be done by way of a consultation, making sure to effectively gather the feedback from both employees and stakeholders. As we are aware from the change curve, everyone deals with change differently. However, by helping employees feel listened to, it helps them to deal with the negative emotions associated with change (Scarlett, 2019). By having an awareness of how everyone reacts to change differently, people practitioners can help to manage expectations and any arising issues.  

Following a consultation, a pilot may be introduced to test the new working week. This would be further supported but continuous feedback from both managers and employees. By doing this, everyone within the organisation feels involved in the decision-making process and avoids a top-down decision process. It also builds trust in management and ensures that employees perspectives are valued throughout the process (Briône, 2023).
After an analysis of feedback from the pilot, any adjustments can be made before a final rollout. Again, at this point a good communication strategy is key as when the workforce feel listened to, they are more likely to be motivated and on-board with the decision. It also helps ensure that employees are well prepared for the incoming change. 
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Impersonal demands, faceless
bureaucracy, ‘computer says no',
disconnected leadership

Arbitary application of standards,
capricious rule changes, reneging on
agreement, unjust rewards

Replenished by.

Mutual respect, separating the
work from the person, public
acknowledgement, job security

Clear strategies, timelines and
Geliverables, steady expectations,
sense of the bigger picture

Empowered teams, collaborative
decision-making, flexibilty in
acceptable approaches, playing to
unique strengths

Genuine human connections, putting
aface to the ask, doing things for and
with others, team culture

Rules that make sense, giving and
taking, transparency, and consistent
treatment for everyone
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Learning

As a learning organisation, we encourage vision, innovation and creativity.
People are engaged with continuous leamning & development, they are
empowered to be ambitious, trusted and are receptive to change.





