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5C002 Evidence Based Practice
Please see below briefing paper, designed to provide an overview of what evidence-based practice is in people practice and approaches that can be used to apply this in practice.
1.1 Evidence based practice – an overview:
Evidence based practice, in summary, refers to critically evaluating evidence from a number of trustworthy and relevant sources and using this to enhance decision making.
The importance of evidence based practice in people management is becoming increasingly recognised. Ensuring policies, decisions and actions are formed on the basis of evidence and trustworthy sources may seem obvious. However, people management has typically been an area where evidence based practice has lacked (Barends, E., Rousseau, D.M., and Briner, R.B., 2014), decisions have been made based on fads, feelings or outdated knowledge, all of which may be biased and ultimately does not allow for reliable, equitable decision making (Rousseau, D.M., 2018).
To avoid these prejudices and to ensure effective decisions are reached in often complex scenarios it is therefore important to ensure an evidence based approach is taken. Which raises the next question, what evidence should be used?
The CIPD (2024), refer to four sources of evidence that should be considered, these are; scientific literature, organisational data, expert knowledge and stakeholders.
Scientific literature primarily refers to appraised research. Prior to recent years, appraised research in people management wasn’t widely available, however, over recent years this has become more readily available, in particular in areas such as recruitment, characteristics of effective teams and performance feedback (CIPD, 2024).
Organisational data includes data such as retention rates and performance measures, it can also include areas such as staff satisfaction and customer satisfaction or service user outcomes. This data is especially important to people managers as it will be key to understanding and determining causes of issues within the business or organisation, whilst also enabling solutions to be found.
Expert knowledge, this is the professional knowledge of those with expertise in their area, for example, practitioners, consultants, business leaders and managers. This knowledge is acquired over time and is through reflection and reviewing of repeated outcomes of actions taken in similar contexts.
Finally, stakeholders; this source of evidence refers to collecting information from all stakeholders, for example, employees, managers, board members, investors, suppliers, service users etc. The values of stakeholders informs what they consider should be areas of importance to the business or organisation and allows for focus areas to be identified which data can be analysed against.
Acquiring data from these four sources ensures a comprehensive overview of the available evidence, however, as with any data, ensuring the quality of it is sound and appropriate is essential. This is where critical thinking comes in and this will be explored later in the paper.

1.2 Analysis tools and methods (AC 1.2)
There are many analysis tools available that organisations can use to identify and diagnose issues, challenges and opportunities, to name a few, Porter’s five forces model, 
One appropriate and widely used analysis tool (Kew, J. and Stredwick, J., 2016) that could be used to recognise and diagnose issues, challenges and opportunities by organisations would be the PESTLE tool, other derivatives of this tool include PEST and STEEPLE.
The PESTLE tool is broken down in to seven classifications:
P-olitical
E-conomic
S-ocial
T-echnological
L-egal
E-nvironmental

Political; this aspect of the model considers the degree to which a government may impact the economy, for example, GDP growth, tax policies as well as changes such as ‘brexit’.
Economic; this is the result of the economy’s performance, the labour market, results of political changes, for example, inflation rates, cost of living, interest rates etc.
Social; analysis of social would consider changes or events happening in the area local to the organisation or individual, it would consider social norms, population demographics, global warming etc.
Technological; these factors concern developments in technology that could positively or negatively impact the organisation or even the market.
Legal; legal analysis would consider all legal aspects, most obviously, employment law, but also wider policy changes that could impact imports and exports, taxation etc.
Environmental; finally, environmental, considers all factors relating to the environment, such as climate, weather, global changes in climate, ground conditions etc. (Rastogi, N. and Trivedi, M.K., 2016).

To carry out a PESTLE analysis, evidence needs to be examined and collected to consider each element of the tool – any current or proposed changes politically or legally for example that may impact the relevant organisation. Once this evidence has been collected, an analysis of the findings needs to be carried out, noting in order of priority the potential risk to the organisation. Once the risks have been identified, opportunities to address the risk need to be considered, these opportunities then needs to be discussed with relevant stakeholders and actions formed to be able to address this proactively (CIPD, 2024). 
To ensure a comprehensive analysis, alongside or indeed, independent of an analysis tool, analysis methods should be carried out proactively and regularly by organisations, 
These methods can include: staff interviews, staff questionnaires and surveys, reviews of organisational data – such as: performance metrics, staff retention and recruitment as well as many more. 
For the purpose of this briefing paper, the analysis method analysed will be that of reviewing organisational data. This method is evidence based, usually on metrics and spanning a wide variety of data sets, including staff and service user demographics, performance of staff, recruitment and retention, delivery of performance targets, such as the number of sales etc.
Benefits of the PESTLE analysis tool when compared to another popular analysis tool, SWOT (Strengths, Weaknesses, Opportunities and Threats), is that the PESTLE tool provides a detailed structure for individuals and organisations, reducing the chance of elements being missed. SWOT is a simple framework which could increase the chance for those carrying out the analysis to over simplify the amount of data and therefore, use insufficient data (CIPD, 2024). Having said that, both have their space and when used properly can aid organisations in evidence based decision making.

1.3 The main principles of critical thinking to assist objective and rational debate. (AC 1.3)
Critical thinking allows individuals to appraise data and evidence to determine its legitimacy, relevance and allows them to apply this appropriately. 
There are a number of arguments that there is a need for critical thinking in people management and that it should take a more ‘strategic’ approach (Elliott, C. and Turnbull, S., 2004.). As explored earlier, there has previously been a lack of evidence based practice in the area of people management. Critical thinking is a primary function of evidence based practice, it ensures leaders are able to effectively analyse and interpret the information that is presented to them and in turn apply appropriate decision making.
A report by Eric Barends, Denise Rousseau and Rob Briner (2014) consider a hypothetical scenario in which medical advice is provided by a registered professional, it turns out to be ineffective and has negative results, the individual who originally received the medical advice carries out her own research and find that the advice given goes against a considerable number of scientific studies. They pose the question that this could likely be considered malpractice. 
However, in management, an individual making decisions based on personal opinion, fads or unreviewed and inaccurate literature is the norm and the effects are often not considered (CIPD, 2018). Despite this, managerial decisions have a wide spread impact on millions of lives across the world.
This demonstrates the importance of critical thinking in all leaders, with the wealth of information that is now available through media outlets, social media, unsubstantiated ‘experts’ and many other forms, it is necessary to assess the reliability of the information available. 
Naturally as individuals we are prone to biases, these include, authority bias (the inclination to particularly value an opinion of an individual who is in a position of authority, conformity bias (the tendency to ‘conform’ to the thoughts of others when in a group setting) and confirmation bias (the desire to confirm existing beliefs when judging new information) (CIPD, 2024).
To critically evaluate the evidence, a rational approach to decision making needs to be taken.
The CIPD (2024) developed an infographic which provides six steps to doing this, the infographic they refer to is shown below (diagram one). The six steps referred to are:
1.	Asking – knowing what question to ask based on the issue/problem requiring a solution.
2.	Acquiring – obtaining available evidence methodically.
3.	Appraising – ensuring the evidence collected comes from appropriate sources (as discussed above), critically reviewing it to determine whether it is the best evidence available, whether it is it free from bias and is the evidence sufficient to reach a conclusion?
4.	Aggregating – Collating the available evidence
5.	Applying – once the evidence has been collated, using it to make a sound decision.
6.	Assessing – reviewing the outcome of the decision taken.

Diagram one:
 [image: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/factsheets/pdfs/figure-3--the-six-steps-to-evidence-based-practice-v2.png]
(CIPD, 2024)
Collecting the appropriate evidence and applying it in this way ensures sound decision making, decisions that are based on evidence and not on intuition/gut feeling (Taylor and Woodhams, 2022).

1.4 Decision-making processes for effective outcomes. (AC 1.4) 
To achieve effective outcomes an appropriate decision-making process should be followed. This should be a process that has proven to be successful.
De Bono’s book which provides a guide to decision making that results in effective decision making outlines a model with ‘Six Thinking Hats’. These six hats are categorised by a colour, the white hat is the facts hat, this hat is concerned with data; facts, figures and information that is evidence based. The red hat is the emotional aspect, this considers feelings and emotions, intuitive view and ‘gut’ feelings. The yellow hat focuses on the benefits of a proposal, this is an optimistic hat so looking at the positives. The green hat is the creative hat, this encourages the user to consider all possibilities regardless of boundaries, consider new perspectives and concepts. The blue hat is analysis, this hat is to be used to oversee the change as a whole, consider the processes used and ensure each hat is used correctly. Finally, the black hat, is to be used to identify possible issues, concerns, difficulties that the proposal could raise. This process can be used in different scenarios, it can be used on an individual basis or in a group or meeting setting (De Bono, 2014).
This method is widely accepted as being appropriate for achieving effective outcomes due to the way it considers a mass of factors, it encourages individuals (or groups), to consider a number of different avenues and reach a decision that is based on these.
Another tool that can be used to make decisions that have effective outcomes is that of the SWOT model.
The SWOT model incorporates identifying Strengths, Weaknesses, Opportunities and Threats to assist decision making. As with De Bono’s method, it is a widely recognised and used framework, there are many perceived benefits, including a simple four box framework, it focuses on ensuring a good understanding of the strengths and weaknesses of the organisation or proposed change. It also enables the user to anticipate future threats and in turn take action to reduce or avoid these. Similarly, it encourages the user to review the opportunities available and to full utilise these (CIPD, 2024).

1.5 Ethical perspectives and moral decision-making. (AC 1.5)
Ethical practice refers to the ethical values of individuals and how these values are applied to organisational conduct.
Ethical values form how individuals respond to many different scenarios, the morals in which they conduct their lives by and make decisions based on. It is important for organisations to send strong moral values and to embed their culture upon this to give individuals the confidence to make decisions based on these. It is important therefore for leaders to identify when individuals are not aligning with the ethical values of an organisation, since these can have a significant negative impact on others lives and the organisational culture as a whole.
One ethical perspective is that of utilitarianism, a philosophy that reflects that the most moral and ethical decision is that which delivers the most good to the person impacted in the decision, the one that promotes happiness whereas the wrong decision is one that produces unhappiness or pain (West and Duignan, 2024)
Another ethical perspective is that of deontological theory - 
In 2015, the CIPD conducted a research report which looked at eight perspectives on workplace dilemmas (Clark, 2015), the objective of the report was to aid ethical decision making by giving individuals the tools to look at a dilemma or question from eight different lenses. The eight lenses consisted of: fairness, merit, markets, democracy, wellbeing, rights and duties, character and handing down. The lenses provide the opportunity to consider different viewpoints on these dilemmas. There is no ‘right’ or ‘wrong’ way of decision making, it will be based on specific workplace scenarios and this tool is aimed to guide the decision maker to a decision that is ethical.

3.1 Financial and non-financial performance (AC 3.1)
Organisations will typically measure a number of performance measures. These include both financial and non-financial metrics.
Examples of the way organisations can measure financial performance would be metrics such as the gross and net profit of the organisation, return on investments; for example, expenditure on an advertising campaign compared to the return this spend draws.
Non financial performance measures would typically be Key Performance Indicators (KPI’s) for example, customer satisfaction, staff retention, absence data, disciplinary and grievance data etc.
Typically non financial performance and financial performance correlate, in that non-financial performance will impact the financial performance of an organisation, this would be most obvious in relation to customer satisfaction being high and therefore sales/repeat custom being high and driving sales which would positively impact profit margins. Similarly, in staff satisfaction, staff that are happy and feel valued in their work are likely to provide better customer service which again generates sales/repeat custom (Oliver, R.L., 2006).

3.2 People Practices. (AC 3.2)
People practices in organisations is a term that is related to any activity involving or impacting people. This includes activities such as: the selection and hiring of employees, training and development of employees, ensuring pay is paid, continuous improvement activities, change management etc.
Taylor (2014), believes that organisations should recognise employee objectives and embed these into organisational objectives. Prioritising their employees views and ensuring that the organisations aligns with these ensures everyone is working to the same goal and feels valued and motivated to achieve them.
All of the practices above add value in differing ways, for example, the most obvious, paying employees adds value by financially rewarding them for their duties, ensuring they feel valued and respected by being paid on time which ultimately retains staff.
Another people practice that adds value would be the training and development of employees, this adds value by upskilling and developing staff, again positively impacting staff retention, reducing staff turnover and recruitment costs. 
Methods to measure the impact of people practice could be areas such as reviewing staff survey outcomes, particularly in relation to the point raised above, training and development of staff, staff surveys could be used as a method to measure the value of the development of staff by producing qualitative date on what could otherwise be considered intangible benefits, such as increased morale.
A further method that could be used to measure the impact of people practice would be reviewing certain performance indicators, such as staff retention/turnover, absence data etc.

Part 2
2.1.	Performance review judgements displayed as a percentage. 
Demonstrated below are the performance review judgements for both quarter one (diagrams one and two) and for quarter two (diagram three). These three diagrams show each departments performance judgements as a percentage. The fourth diagram shows the four departments performance judgements as a whole, for quarter one. 

Diagram one shows a column chart with the departments clustered and the performance outcomes shown within the department. This allows a department to view how they are performing in the four performance measures. From this diagram it would be appropriate to query the administration department who have a higher number of staff under performing and ‘not quite there yet’ than meeting their set KPI’s or receiving ‘outstanding’ performance judgements.
Similarly, within the sales department, in both quarters they had 100% of staff meeting their set individual KPI’s. It would be interesting to explore further the performance metrics / objectives set for these staff and how they are measured.

Diagram One: 
[image: ]

Diagram two is a bar chart where the data is collated initially by performance judgement, this allows departments to view easily how they are comparing with other departments in each area.
For example, this shows the fact that the research and development have the highest number of staff underperforming. However, they also have the highest number of staff with performance outcomes of ‘outstanding’.
The logistics department have the highest percentage of staff with a review judgement of ‘not quire there yet’ but the lowest number (excluding the sales department) of staff under performing.
Diagram Two:


Performance review judgements for quarter two are displayed below:
For comparative purposes the same chart style has been used as diagram three to compare the two quarters. As shown, in quarter one, three of four departments had staff who had performance judgements of underperforming, in quarter two this is only one department, and only a small number. In the research and department the percentage of staff with an outcome of ‘outstanding’ increased, similarly in the logistics department. The administration team however had fewer staff receiving these performance judgements.

Diagram three is an excellent visual chart to demonstrate each departments performance review judgements by percentage. 
It clearly demonstrates in quarter two, the research and development department had a higher percentage of employees who met received an ‘outstanding’ performance judgement.
Diagram Three:


The difficulty in demonstrating this data without further insights it is unclear the number of employees within each department, therefore, the research and development team would appear to have a significantly higher performing team, however, they may only represent a much smaller number of employees than say the administration department.
Another informative chart is diagram four which shows the four departments performance percentages as a total, for quarter one.
Although this wouldn’t inform departmental decisions, as an organisation it is useful to have this information to inform whole business decisions. This clearly demonstrates that over half of the organisation have met their individual KPI’s or are performing above and have received a judgement of ‘outstanding’.
Diagram Four:

Below (diagram five) is the raw data used to create the visual diagrams 1-3.
Diagram Five:
[image: ]
Based on the quantitative data shown above, it is clear as an organisation and for the individual departments, that in both quarters, the majority of staff are either meeting their individual KPI’s or are exceeding these performance indicators. It would also appear that improvements have been made from the first quarter, where each department had higher numbers of staff under performing than in quarter two. 
One recommendation based on the data would be to review the KPI’s set within the Sales Department – in both quarters, 100% of staff were meeting the set KPI’s, whilst this may be a true reflection, it would be of value to see how the performance of these staff was measured and whether it was in line with other departments who had staff with varying performances.
Similarly, in the administration staff, the number of staff who had performance judgements of ‘outstanding’ was the smallest in both quarters in comparison to the other departments (excluding the Sales department). It also had the highest percentage of staff reported as being not quite there yet and under performing in both quarters. It would be worth reviewing what development plans were in place in this department. What learning and development was on offer, whether they were receiving mentorship if requested or required and the support/management structure.
There are many benefits to ensuring this support is in place, in particular, staff satisfaction, staff retention and ultimately ensuring staff have the skills and knowledge to best carry out their roles. A negative could be perceived as the cost of training and providing additional resources to support these staff. However, in many organisations, this would be outweighed by the return of investment in having better skilled and satisfied staff who deliver better service/s to the organisations users.

2.2.	Those gaining ‘outstanding’ are entitled to a four percent bonus payment each quarter. Calculate the bonus due to each of these employees for each quarter and then provide an overall total cost of bonus payments for the organisation.
In quarter one nine individuals gained a performance measure of ‘outstanding’ and in quarter two eleven individuals received this measure.
The overall total cost of bonus payments for the organisation for quarter one and two was £20,770. This could be considered a significant cost pressure to the organisation, however, recognising and rewarding the performance of individuals is important to the morale and retention of staff. This in turn would recover some of the output, for example, higher staff retention will reduce recruitment costs.
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Q1 Performance Review Judgements (%)

First quarter 	Outstanding 	Administration Department	Sales Department	Logistics Department	Research and Development	0.18	0	0.2	0.3	First quarter 	Meets set Individual KPI's 	Administration Department	Sales Department	Logistics Department	Research and Development	0.18	1	0.4	0.3	First quarter 	Not quite there yet	Administration Department	Sales Department	Logistics Department	Research and Development	0.27	0	0.3	0.1	First quarter 	Under performing 	Administration Department	Sales Department	Logistics Department	Research and Development	0.27	0	0.1	0.3	First quarter 	No Data/Absent	Administration Department	Sales Department	Logistics Department	Research and Development	0.09	0	0	0	



Q1 Performance Review Judgements (%)

Administration Department	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing 	No Data/Absent	0.18	0.18	0.27	0.27	0.09	Sales Department	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing 	No Data/Absent	0	1	0	0	0	Logistics Department	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing 	No Data/Absent	0.2	0.4	0.3	0.1	0	Research and Development	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing 	No Data/Absent	0.3	0.3	0.1	0.3	0	



Q2 Performance Review Judgements (%)


Administration Department	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing	No Data/Absent	0.09	0.36	0.36	0.09	0.09	Sales Department	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing	No Data/Absent	0	1	0	0	0	Logistics Department	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing	No Data/Absent	0.25	0.45	0.2	0	0.1	Research and Development	Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing	No Data/Absent	0.5	0.3	0.1	0	0.1	



Q2 Performance Review Judgements (%)

Outstanding 	Administration Department	Sales Department	Logistics Department	Research and Development	Meets set Individual KPI's 	Administration Department	Sales Department	Logistics Department	Research and Development	Not quite there yet	Administration Department	Sales Department	Logistics Department	Research and Development	Under performing 	Administration Department	Sales Department	Logistics Department	Research and Development	No Data/Absent	Administration Department	Sales Department	Logistics Department	Research and Development	Outstanding 	Administration Department	Sales Department	Logistics Department	Research and Development	0.09	0	0.25	0.5	Meets set Individual KPI's 	Administration Department	Sales Department	Logistics Department	Research and Development	0.36	1	0.45	0.3	Not quite there yet	Administration Department	Sales Department	Logistics Department	Research and Development	0.36	0	0.2	0.1	Under performing	Administration Department	Sales Department	Logistics Department	Research and Development	0.09	0	0	0	No Data/Absent	Administration Department	Sales Department	Logistics Department	Research and Development	0.09	0	0.1	0.1	



Q1 Performance - All Departments

All Departments	
Outstanding 	Meets set Individual KPI's 	Not quite there yet	Under performing 	0.17	0.48	0.19	0.16	
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Outstanding Meets set Individual KPI's Not quite there yetUnder performing  No Data/Absent Outstanding Meets set Individual KPI's Not quite there yetUnder performing No Data/Absent

Administration Department 18% 18% 27% 27% 9% 9% 36% 36% 9% 9%

Sales Department 0 100% 0 0 0 0 100% 0 0 0

Logistics Department 20% 40% 30% 10% 0 25% 45% 20% 0 10%

Research and Development 30% 30% 10% 30% 0 50% 30% 10% 0 10%
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