Briefing Paper- Part One

AC1.1 Evidence based practice
Evidence based practice (EBP) is about making informed decisions using the best available evidence, from a variety of sources to ensure those decisions are justified, non-biased and in line with organisational values, policy, and procedure. EBP is utilised in many specialties outside of HR, such as healthcare, education, aviation, policing, and engineering to ensure the decisions made improve patient outcomes, influence policy makers, support budget decisions and improve working practices. Barends et al (2014) suggest “Evidence-based practice is about making decisions through the conscientious, explicit and judicious use of the best available evidence from multiple sources… to increase the likelihood of a favourable outcome.”  
The six steps of evidence based practice, Asking, Acquiring, Appraising, Aggregating, Applying and Assessing is a structured process with each action scaffolding on the previous one to achieve the goal of a favourable outcome. The first step Asking defines the issue or problem into an answerable question. This will provide clarity and focus if done well, but if not the search for evidence can be misdirected and produce inaccurate results. 
Step two is where information gathering takes places, this builds a strong evidence base but is time consuming identifying credible sources. Gifford, Young and Barends (2023) suggests all four sources of data should be considered to ensure a best decision and to avoid cherry picking that which fits the preferred stance leading to bias. Scientific data is peer reviewed studies relevant to people management. It can be qualitative or quantitative in nature and data is captured from staff surveys, recruitment and retention figures and feedback. Professionals need to be skilled in appraising this information for relevance and reliability. Organisational data provides quantitative objective evidence such as performance indicators, employee feedback, and culture of the organisation. This evidence can highlight issues with the organisation. Expertise of individuals and subject matter experts can provide specialist knowledge and values based evidence developed through experience and reflection. They can be used to support the link from evidence to real world practice. Stakeholders are people from inside and outside the organisation who will be affected by the decisions made such as staff, suppliers, and other organisations. While it is important to consider these when making a decision and can provide a frame of reference for analysing the decision, they cannot be the sole influence. (Taylor and Woodhams 2022).
 Step 3 Appraising utilizes critical thinking to filter bias and poor data. This step requires a certain skill level to be able to distinguish valuable material (Taylor and Woodhams 2022). Basing a decision on best available, up to date evidence gives credibility to both the decision and decision maker.
Step 4 Aggregating is the process of combining all available evidence, which can come from a variety of sources as outlined in step 2. This can be a complex process as evidence sources can vary greatly but will provide a balanced view of all evidence collected.
Step 5 Applying is where the evidence is incorporated into the decision making and step 6, the final step looks at evaluation of the outcome, did the decision made answer the original question. This evaluation process can be slow and needs a suitable method to ensure the evaluation feedback is valuable and provides enough information to demonstrate success or identify future learning. 
Utilising the six steps of evidence based practice demonstrates that professionals are engaging in rational decision making. Whilst time and resource intensive rational decision making is seen as more reliable than intuitive decision making. By analysing multiple sources of data, it ensures decision makers are making well informed, judicious people management decisions (Briner 2018) 
AC 1.2 Analysis tools and methods
A SWOT analysis is a tool that can be used in decision making about strategy development. The framework, credited to Albert Humphrey in the 1960’s supports decision making by looking at internal and external factors that can influence organisations. An advantage of the SWOT analysis is in its simplicity, it consists of four elements and when applied correctly can identify the most important issues for an organisation: utilising the framework headings of strengths, weaknesses, opportunities, and threats. It supports professionals to understand the strengths and weakness of their organisation while building on the strengths and taking advantage of external opportunities. (CIPD 2026). 
Strengths are the organisational assets such as skilled workforce, training and education, culture, stakeholder relationships, and alignment with organisational priorities. Weaknesses would be considered as areas internal to the organisation that limit strategic progress such as limited digital systems, capacity constraints and competing organisational priorities. Opportunities are external factors that can help the organisation develop, such as strengthening partnership working, potential increase in funding streams and expansion of workforce development initiatives and the threats are external negative factors which can place the organisational strategy at risk, these could be budget constraints, workforce shortages, and national policy changes.
The disadvantage of a SWOT analysis is the oversimplification of the data needed to make rational decisions. Conversely too much data is counterproductive to real progress. Information and data needed for a SWOT analysis can be time consuming to collate in larger organisations. (CIPD 2026). 
Another tool is PESTLE analysis, similarly to SWOT it is a simple framework. SWOT analysis provides an internal and external view whereas a PESTLE analysis focuses on larger scale external factors that can influence decision making, such as legislation and policy.
There are a number of methods that can be used to identify organisational issues. People analytics uses ‘organisational data and sometimes external economic benchmarks to identify the impact of HR initiatives and to provide information to guide decision making’ (Briner 2023). People analytics gathers descriptive, diagnostic, predictive and prescriptive quantitative data and should be used alongside other collection methods to ensure evidence based technique is decision making. Anderson et al (2019) suggests that data can also be gathered from questionnaires, interviews, focus groups and observations. The foremost concern when carrying out research is that sampling is done to accurately reflect the group and suitable for the organisation. Surveys and questionnaires can be tailored to the needs of the researcher; they are cheap to distribute and can produce quick results from a large participant group. They can be done in the participants own time and the responses are likely to be reliable due to all participants receiving the same questions. Questionnaire/ survey responses are likely to be more honest than a face to face interview. In an interview, participants may feel under pressure and not answer honestly and this in turn does not give an accurate representation of feelings in the organisation. (Bryman et al (2018).
Questionnaires and surveys are not without drawbacks as the researcher is relying on participate motivation to complete it and so the response rate may be low. The format of the questionnaire is such, that questions will be open or closed, developed by the researcher and participants may opt not to answer some questions or alternatively provide limited answers where free text is an option. In questionnaires/surveys as opposed to interviews, there is no opportunity for the researcher to prompt the participant for more information and for the participant to ask for clarification on a question, this could lead to misunderstanding and inaccurate data. 
AC 1.3 Critical thinking.
Critical thinking is a process where individuals or groups purposefully evaluate the accuracy of any evidence presented to them to make sound evidence based decisions (Dumas and Dong cited in Fasko, Jr., D., and Fair, F.2020). To be a critical thinker a person must use objectivity, scepticism, and reasoning (Chatfield 2022). It requires reflection, evaluation of the quality of the ideas and the extent to which they are biased (Armstrong 2014). Critical thinking requires professionals to have clarity on the problem they are trying to address and the arguments presented to them. People management teams need to be able to differentiate between fact and opinion and critically evaluate. The evidence and arguments on both sides are considered, and the credibility, reliability and potential for bias is assessed (CIPD 2016). When I am looking to make an evidence based decision, I will use a similar process. I seek evidence from a number of sources and compare. I establish who the author is and what are they trying to tell me. I will also review the methodology and sample used to establish if the evidence is credible. Is there substantial data within the evidence to support or dispute the argument. Does the research or article address the needs of my problem. It is important to reflect on my experience within the topic being researched and identify any bias or prejudice that may influence my decision making. 
AC1.4 Explain a range of decision making processes.
Utilising De Bono’s six thinking hats technique, when faced with making an evidence based decision, enables the professional to evaluate the evidence from six different perspectives. Each coloured hat represents a different thinking style which allows an individual to view the evidence holistically. Each perspective brings with it a different approach to analysis and evaluation. The white hat represents facts, it is the logical perspective focusing on the data and information, the red hat is feelings, focusing on emotions and intuition, the black hat represents caution and explores the weaknesses and risks, Yellow hat is optimism, looking at the benefits and positives,  recognising opportunities, the green hat represents creativity, ideas and innovation and finally the blue hat focuses on the control, the overview and coordination of next steps (De Bono 1999). De Bono’s six hats can be beneficial in people management, due to the nature of the people related issues involved it will lead to a holistic and balanced outcome. 
 Lewins force field analysis is an established change management model developed by psychologist Kurt Lewins. The concept of this model is professionals need to manage the balance of the opposing forces to make change happen (Tahir 2019). The model has 5 steps; step 1 is to define the desired change, step 2 is to identify the driving forces in support of the change, this could be organisational data, external influences, and potential opportunities. Step 3 identifies the negative or restraining forces, in a people management scenario this could be using staff survey data to determine strength of feeling on a proposed change, what is the cost of the desired change and any issues that may arise as a result of the change. Step 4 is where the evaluation of the forces takes place, this allows professionals to examine both sides equally using critical thinking and score the available evidence. Once a cumulative score has been achieved, professionals can make an unbiased, evidence based decision move on to step 5, developing the plan to implement change. The plan must be designed around strategies targeted to strengthen the driving forces and reduce or remove the restraining forces. 
AC 1.5 Ethical influences on decision making.
Ethical decision making can influence the quality of lives of employees and colleagues. Its impact can be far reaching; culture, employees motivation and productivity, and business effectiveness (Harvard business school 2023). People management professionals apply ethical decision making to their core business decisions. This is advantageous as it ensures transparency and equality which fosters trust and protects the organisation from legislative consequences (CIPD 2025). Ethical practice raises the reputation of an organisation and is a reflection of how it values relationships with staff and stakeholders which is crucial for ensuring a sustainable future (Laura & Dean 2023). The CIPD published guidance on Eight lenses to support People Management professionals. The eight lenses, as below, were seen as alternative perspectives that can be used when solving work dilemmas (CIPD 2015) 
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People management professionals can also draw on ethical frameworks to support decision making. Each framework is an alternative ideal which evaluates what is morally right and fair.
 Kants Deontological ethics is based on the idea that human emotion and inclination should play no part in ethical decisions and as such, decisions made, should be considered and based on obligation. The theory suggests some actions are inherently right or wrong, regardless of the consequences. (Shakil 2026). In people management, deontological ethics is applied in a number of ways, recruitment process, disciplinary procedures, and consistency in application of organisation policies and procedures. The CIPD ethical lens of Rights and Duties applies here and ensures fairness, equality, and transparency. In some circumstances this type of ethical decision making is not always what is convenient or beneficial for the organisation as rights of the employee override organisational gain (Scienceinsights 2025) 
Utilitarianism founded by Bentham and Mill suggests moral worth is the ability to maximise the wellbeing of the greater number of people. Consequences are measured in terms of pleasure and happiness with minimal suffering; ‘the greatest good for the greatest number.’ People management professionals adopt this ethical framework when evaluating a decision, from the perspective of what outcome will provide the most benefit for staff, stakeholders, and the organisation (Scienceinsights.org 2025). This could be in terms of budget restraint and limited staffing and so targeted training for essential personnel would take priority. Unlike deontology, utilitarianisms strength lies in the ability provide fairness at scale and focusing on the outcomes reduces bias. However, Gustafson (2013) suggests that employees may experience de motivation if they feel they will be worse off than the masses. 
AC 3.1 Measuring financial and non-financial performance.
Measuring performance is an indicator of how successful an organisation is functioning. In people management teams there are many metrics that can be used to evidence this. Employee turnover can be measured as both financial and non-financial performance indicators; an inability to retain employees drives up overall labour costs, recruitment costs, such as the cost and time taken to hire, but it is also indicative of dissatisfaction, and a potential unhealthy work environment. Similarly, employee absenteeism rates have a financial and non-financial impact; absenteeism costs money due to the productivity lost by the absent worker with continued salary whilst not at work, but also the impact on the morale of coworkers who have to increase their workload to compensate (Forbes 2025). 
Employee satisfaction is a key indicator of a successful business. Data regarding this can be sought through staff turnover numbers, staff surveys. Suitably structured questions can provide an insight into the life cycle of an employee, feelings about salary, training and development opportunities and recognition from senior leaders. Engaged employees are the core of a successful organisation, who perform better, enjoy improved staff retention and are regarded as an attractive place to work (Mullins 2029). Results from employee engagement activities can highlight areas of strengths and provide information to improve productivity and provide a better employee experience (Brooks 2021).
AC 3.2 Measuring the impact and value of people practices.
People practices cross all sectors of organisations, and impacts employee experiences, strategic outcomes, and organisational performance. Talent management comprises many aspects that can be used to add and measure value by improving workforce engagement and organisation performance. It is an overarching strategy to align individual skills and knowledge with organisation aims to ensure longevity and growth (Gupta & Jaiswal 2026). Success in people practices can be measured by quantitative data from measuring KPI’s such as time and the cost to hire, duration of employment, and by efficient equitable, honest recruitment practices. Growth of internal talent can be seen as more impactful than talent acquisition as comprehensive education and development opportunities which lead to career progression, succession planning and in the long term, retention of staff, is a major contributor to employee competence, engagement, and overall performance of the organisation (Gupta & Jaiswal 2026). 
Employee voice or staff satisfaction surveys and exit interviews can be another method to measure the value of people practices. Staff satisfaction surveys can be used to measure the extent at which an employee feels valued, motivated in their work and identify and reduce stress in the workplace (CIPD 2017). Precisely worded questions can measure mood, motivation, values, and demonstrate an understanding of responsibilities and expectation aligned to their role and the organisation strategic aim. Surveys done regularly can provide specific company wide data that can be reflected on year upon year (Brooke 2021). Staff turnover is unavoidable but following up with exit interviews can identify some possible avoidable dissatisfaction (Taylor and Woodhams 2022). Effective exit interviews can be a useful people management tool; as well as gathering data on why people leave, they can also be used as a method to examine what would be needed for people to stay.
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Briefing Paper Part Two
AC 2.1, 2.2
Figure 1

Figure 1 demonstrates a clear breakdown of how managers make use of people practice services in a column chart. We can determine that use of core operations such as policy guidance, wellbeing advice, performance, general administration and pay and reward is where managers need consistent support, with at least 62% of regular users accessing each of these services. We can also see that there is much less engagement in the strategic aspects of people practice such as, EDI, resourcing and workforce planning being the least used. There are a number of interpretations for this; services could be under promoted, managers see them as specialist support, and they are not part of the immediate priorities in day to day business. Workforce Planning is clearly an area for concern. 








 Figure 2

Figure 2 demonstrates what services are viewed as high value by both the regular and infrequent users in a line chart. As expected, there is a correlation across most of the categories between the regular users and what is viewed as high value. Interestingly, some services have a value higher than the number of regular users which indicated that the services; employee development, pay and reward and wellbeing advice are deemed valuable even by infrequent users. As with figure 1 workforce planning is the least valued service, with low number of regular users, low value, and high infrequent users. This data set reinforces interpretations from figure 1, with core operational services valued highly with regular users. Strategic services have lower engagement and lower value.

Figure 3

Figure 3 is a comparison of what is perceived by managers as high value and low value services in a cluster column-line chart. It demonstrates the quality and impact of people practice services independent of usage. Across most services the orange ‘low value’ line sits well below the blue ‘high value’ bars indicating that managers find they make a meaningful difference and are perceived as impactful and useful. The exception is workforce planning, 99.1% managers rate this as a low value service and less than 1% high value. It can also be noted that there are a small number of services; ER related issues, EDI and Policy Guidance that sit in the mid-range suggesting more mixed perception. 
Figure 4

Figure 4 demonstrates managers perceptions of the effectiveness of people practice services alongside user frequency. The stacked bar chart highlights that most services are viewed positively, Pay and Reward, Wellbeing Advice, Employee Development and General Administration support have strong effectiveness scores. Workforce planning shows it is rated by managers as ineffective with high levels of infrequent use. 

 AC 2.3 Recommendations
Collectively, the four charts present a consistent overview of managers perception and engagement levels with People Practice services. It is evident that core functions supporting operational areas such as HR policy guidance, performance support, wellbeing advice, general administration, and pay and reward are both widely used by managers and viewed as high value and effective services. These services address the key requirements of managers, demonstrated by high levels of regular use and clear impact ratings. High value HR services can lead to positive organisational outcomes (CIPD 2026) In contrast, areas which are seen by managers as more strategic; EDI, ER‑related issues, and policy guidance, sit in the mid‑range, achieving moderate ratings across usage, value, and effectiveness. Workforce Planning is the most significant concern across all ratings, it is seen as low value by 99% of managers, used infrequently and viewed as ineffective. This suggests the service does not meet managerial needs. To address this, People Practice teams need to further scope the reasons for low ratings and redesign their workforce planning service. It is clear from the low ratings this service needs clarity of purpose, proactive support with strengthened communication (CIPD 2025). Lack of confidence among managers to undertake workforce planning requires the implementation of practical tools such as additional training, document templates, and proactive support (Jiang et al 2012).
Mid-range services with mixed ratings are suggestive of potential misunderstanding amongst users. A recommendation is an improvement in processes. Simple changes to embed standardised processes, would strengthen the reliability of the service and potentially reduce wide ranging feedback of user experience. Promoting inclusive policies and practices, guidance documents, training for managers, and effective reporting channels could support managers to use the service more regularly, achieve positive outcomes and view the service more valuably (CIPD 2024).
There are some services that were valued highly but underused, Wellbeing, Employee Development and Resourcing. Implementation of a targeted campaign to embed services such as these into routine managerial duties could be of benefit to the organisation and employee. (CIPD 2026) It is also important to note, that the high value, high usage support services are not overlooked. Maintaining service levels of these core functions requires an acknowledgement of service demand, appropriate resourcing to address the capacity required, will sustain the positive perception among managers, and continue to address organisational need. 
Survey on effectiveness of the People Practice function.
The outcome from the management focus group indicates that section leaders have, positive views of the people practice team. The data suggests areas of strength and those requiring further development. Section leaders value the legal and professional expertise and have confidence in the people practice team in respect to the day to day guidance they provide.
The survey did highlight some areas for improvement. 60% of the section leaders revealed they were unsure of the role of people practice teams, and so whilst the survey showed they are accessible and utilised, the scope of their expertise is not fully understood. This, as well as the suggestion that the people practice teams lack understanding of the operational needs of managers could account for the mixed response in regard to section leaders confidence to manage employee related issues independently. There was an even difference of opinion with 7 of the 15 leaders stating they were confident in handling people related issues without help. 
There was a concern regarding the data with 10 out of the 15 section leaders demonstrating a level of disagreement about knowing where to find the people related policy and procedures. This is an unusual number and either there needs to be an improvement in signposting and access to resources, or this is fact a data entry error, which would impact the analysis
Overall, the focus group findings demonstrate that the people practice team are trusted and valued for operational guidance, however there are areas for development to improve manager confidence, strengthen understanding of the business and improve accessibility. 
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Summary of the eight lenses

Everyone in an
organisation should
be able to agree to it,
whatever their place
in it.

Jobs and their rewards
should track talent and
hard work.

Jobs and their rewards
should follow from
voluntary market
exchanges.

No one should be
subject to a regime in
which they have no say.

Well-being Rights and Duties m Handing Down

Work should be good
for us.

Everyone has rights to
do some things and to
be free of some things,
and everyone has
duties not to violate
others’ rights.

Each of us should work
to develop the best
ethical character for our
roles.

We can’t reinvent or
master the world, and
are instead responsible
for conserving and
‘maintaining the small
part of it over which

we currently have
stewardship, and for
passing it on undamaged
to our descendants.




