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Briefing Paper

AC1.1 What is Evidence-Based Practice

Evidence-Based Practice (EBP) is a tool used by professionals to make sound, informed decisions.  It helps them to understand ‘what works’ in order to influence organisational outcomes for the better (CIPD, 2025a). EBP is designed to sift out ‘fads, personal experience or opinions’.  It has a six-step approach: Asking, Acquiring, Appraising, Aggregating, Applying, and Assessing (CIPD, 2025b). To make credible and effective decisions, professionals should use four sources of evidence: Professional Expertise, Scientific Literature, Organisational Data, and Stakeholder Views.  By applying these approaches, professionals will reduce the chance of bias (CIPD, 2025c).  Data or evidence can be categorised into two areas: qualitative and quantitative.  Qualitative data is research gathered via surveys, interviews, and focus groups.  Quantitative data is gathered using numbers via payroll reports, sickness reports, or financial reports.  EBP has 3 main benefits: 1) all decision-making is fact-based rather than outdated insights, short-term fads, or natural bias, 2) it creates a stronger body of knowledge and, as a result, a more trusted professional, 3) it gives more gravitas to professionals, leading to increased influence on other business leaders and has a more positive impact in work (APSHoganUK, 2023).  The CIPD has created its Profession Map, which sets the standards for the profession.  It describes a vision of a profession that is principles-led, evidence-based, and outcomes-driven. Taking an evidence-based approach to decision-making can have a huge impact on the working lives of people in all sorts of organisations worldwide. (CIPD, 2025d).

There can also be limitations to EBP.  Professionals need to develop new skills in seeking and appraising evidence, which takes considerable time and effort.  Without these skills, professionals are prone to confirmation bias (CEBMa, 2024).  We should also consider the cost of gathering evidence analysing it, and the decisions made on the outcome.  It can also be time-consuming in an ever-changing environment, which can often lead to outdated evidence being gathered.  


AC1.2 Analysis Tools and Methods

To obtain robust and useful qualitative and quantitative data to influence meaningful and critical thinking and change, the people professional must first decide two things: which analysis tool (or tools) is the most suitable to use and what method of obtaining the information to use.

There are numerous analysis tools to use, Porter's Five Forces, Target Operating Model (TOM), McKinsey 7s, and SWOT, to name but a few.  A PESTLE analysis studies six external factors (Political, Economic, Sociological, Technological, Legal, and Environmental) that can influence an organisation. It can be used in a range of different scenarios and can guide people, professionals, and senior managers in strategic decision making  (CIPD, 2025e). This analysis tool is often widely used in conjunction with a SWOT analysis (Strengths, Weaknesses, Opportunities, and Threats).

The people professional should begin by deciding who will be gathering the evidence or data and how it will be gathered.  Identify more than one person or team to gather data to bring diverse evidence and perspectives (CIPD, 2023). Evidence should be gathered on external factors and factors affected within the industry; these should then be ranked in order of risk (High, Medium and Low) within the organisation.

Although one of the more widely used analysis tools, PESTLE does have its limitations.  It is a predominately outward looking framework considering wider external factors in relation to the business (Taylor and Woodhams, 2022a, p.46).  Some users oversimplify the amount of data used for decisions, and the risk of capturing too much data may lead to paralysis by analysis.  The data used may be based on assumptions that later prove to be unfounded.  The pace of change makes it difficult to anticipate future developments that may affect the organisation (CIPD, 2025f).

Before deciding on which analysis method to use, the people professional must first look at the different types of data that can be gathered: qualitative (words and meanings) and quantitative (numerical).  Surveys are good for gathering qualitative data.  They can be designed to be either ‘open’ or ‘closed’, meaning that they may require a yes/no answer or a tick to be placed in a box (closed) or they may require a few words or sentences of explanation (open) (Taylor and Woodhams, 2022b, p.128).  Surveys can be sent in bulk, making them a quicker and more cost-effective way to collect data.  Making the survey anonymous also encourages individuals to answer all questions honestly, reduces the risk of bias, and increases response rates.  While gathering data more quickly, it also limits the researchers' ability to ask additional questions; participants may be unclear or give inaccurate answers if they do not fully understand the questions. 


AC1.3 Critical Thinking

Critical thinking is fundamental to evidence-based practice because it enables people professionals to evaluate information objectively rather than accepting claims at face value. Critical thinking gives you the tools to use scepticism and doubt constructively so you can analyse what is before you (Cottrell, 2023a, p.2). All evidence should be critically appraised by carefully and systematically assessing its trustworthiness and relevance.  Evidence-based practice is about using the best available evidence, and critical appraisal plays an essential role in discerning and identifying such evidence (Barends, Rousseau and Briner, 2014a). Learning to think in critically analytical and evaluative ways means using mental processes such as attention, categorisation, selection and judgement (Cottrell, 2023b, p.1).

Warren Howlett CIPD (2019a) states there are three key elements of critical appraisal for people professionals: critiquing others' ideas and options, understanding how arguments and opinions are constructed, and identifying when others are using critical thinking techniques.  Critical thinkers question the quality, credibility and applicability of evidence before drawing conclusions or making decisions. Cognitive biases can affect how evidence is interpreted and may lead to flawed decision-making if left unchecked.  Critical thinking helps to recognise these biases, which may influence judgement.  But to check the validity of evidence Cottrell (Cottrell, 2023c, p.109) states that we need to go to other sources, either people or material sources, to check the facts that underlie the reasons given.  There is also the problem of bias when it comes to critical thinking and whether we are aware of it.  Being critically aware helps us identify whether we have a bias, conscious or unconscious.  If we are not fully aware of these biases, our judgment or thinking on evidence may not be accurate.

Therefore, critical thinking underpins effective evidence-based practice by enabling professionals to assess the quality, validity and relevance of evidence while recognising the influence of bias on decision-making. Cottrell, S. (2023d); Barends, E., Rousseau, D.M. and Briner, R.B. (2014b).  

AC1.4 Decision-Making Processes

According to Buchanan, D.A. and Huczynski, A.A. (2019) there are 3 levels of decision-making in an organisation, each with its own issues and theoretical perspectives, all interrelated, with one affecting and being affected by the others.  Level 1 is individual analysis; the key issues here are that a person has limits to information processing and personal biases.  The key issue in group decision-making is the effect of group dynamics on individuals' perceptions, attitudes, and behaviours.  In organisational analysis, the key issue is the effect of conflicts, power, and politics. 

De Bono’s Six Thinking Hats is a lateral way of decision-making. It consists of six different ways of looking at a problem. Facts and information (White Hat), emotions (Red Hat), risks (Black Hat), benefits (Yellow Hat), creativity (Green Hat), and process control (Blue Hat).  This can be done by an individual (putting on the different ‘hats’ to look at the problem from each angle) or in a group setting (each person would take on a different thinking style).  This technique encourages people to consider a problem from different angles and also reduces the risk of bias. For example, when rewriting a workplace policy, the Six Thinking Hats technique can help identify potential risks, employee concerns, benefits, and implementation challenges that may else be overlooked (De Bono, 2000a).  The approach helps to reduce bias by ensuring that decisions are not based solely on emotions, assumptions, or a single viewpoint. For example, when rewriting a workplace policy, the Six Thinking Hats technique can help identify potential risks, employee concerns, organisational benefits, and practical implementation challenges that might otherwise be overlooked (De Bono, 2000b).

Future pacing is a technique associated with Neurolinguistic programming (NLP) and asks the people professional to imagine the future.  By imagining the future consequences of different options, people professionals can anticipate possible challenges, benefits, and unintended impacts before implementation. For example, when considering flexible working arrangements, a people professional could use future pacing to evaluate how changes may affect employee wellbeing, engagement, productivity and team collaboration over time. By visualising potential outcomes, organisations can take proactive steps to address challenges before they arise.

However, these techniques also have limitations. The Six Thinking Hats method can be time-consuming, particularly when used in larger groups, and its effectiveness depends on participants fully engaging with each thinking style. Similarly, future pacing relies on individuals accurately predicting future scenarios, which may not always be possible in rapidly changing organisational environments. Despite these limitations these techniques, along with others, encourage people professionals to scrutinise assumptions, consider alternative perspectives, and evaluate the possible consequences of their choices.  This will reduce the likelihood of bias influencing the outcome and improve the quality of HR decisions.  


AC1.5 Ethical Perspectives

According to (Young, 2024) the term ‘ethical culture’ refers to how ethical values are brought to life in the day-to-day running of an organisation. Ethical cultures support employee wellbeing by promoting dignity, respect, equality, and inclusion in the workplace. As a result, organisations with strong ethical cultures often experience higher levels of engagement, improved performance, and a stronger employer brand (CIPD, 2024). Cultural climate also matters; it is influenced by policies and practices.  An organisation values provide a framework for the company’s culture and decision-making.  Ethical decisions affect all areas of an organisation (recruitment, performance management, reward, employee well-being, and organisational culture).  The CIPD introduced its Eight Ethical lenses to ‘aid ethical decision-making by describing the possible ways of thinking about work as offered by philosophical ethics.’   It identifies eight lenses, none of which represent the ‘right’ or ‘wrong’ ways of making decisions in the workplace, but offer different perspectives on work dilemmas (Clark, 2015). 

A strong ethical culture can provide significant benefits for both employees and organisations. Ethical cultures support employee wellbeing by promoting dignity, respect, equality, and inclusion in the workplace.

One ethical perspective is Utilitarianism, which holds that the right thing is doing what benefits the greatest number.  It dictates that the most moral action is the one that maximises overall happiness and well-being for the greatest number of people. In practice, this could mean restructuring or redundancies within an organisation.  This could be ethically acceptable, as it protects the organisation in the long term by reducing team or department sizes, saving money and allowing the organisation to keep running.  Another ethical perspective is Deontology.  This follows rules, policies, and practices. It doesn’t take into account individual circumstances but rather looks at what is ‘right’ or ‘wrong’.  A people professional may use this when enforcing disciplinary procedures.  To have a positive workplace, managers and leaders should encourage open communication within the workforce; this will help make employees feel valued and motivated.  Organisational culture reflects leadership ethics and impacts staff turnover and the external reputation. 

Overall, ethical culture is embedded through organisational values, leadership behaviour, and people management practices. By applying ethical frameworks such as utilitarianism, deontology, and virtue ethics, people professionals can make balanced decisions that support employees, organisational objectives, and wider stakeholder interests.  


AC 3.1 Ways to measure financial and non financial performance

Financial indicators provide a quantitative assessment of performance, while non-financial information provides context and insights.  Organisations should analyse both to gain a more holistic understanding of their strengths and weaknesses (StudyPulse, 2025).  Financial performance can be measured in many ways, one of them being through a Balance sheet.  This provides a snapshot into the organisations financial position at a specific period in time.  A balance sheet will contain assets, liabilities, and shareholders' equity.  The balance sheet rule states that assets must always equal the sum of liabilities and shareholders' equity.  When viewed internally (within the organisation), it gives the business leaders an insight into whether the organisation is failing or succeeding.  When viewed externally, it gives interested parties insight into how the organisation was financed and what resources are available.  This type of performance indicator can be useful as it provides clear, measurable (quantitative) data that can be compared over time or against competitors.  But it only yields short-term results and doesn’t address broader organisational issues, such as employee well-being or customer satisfaction.  Focusing solely on financial performance information could also encourage unethical behaviour among managers or leaders.

Non-financial performance can be measured through employee satisfaction surveys.  This type of survey is commonly used and provides information on factors that influence long-term success. Non-financial performance supports ethical management practices by encouraging organisations to prioritise employee well-being and development rather than profit alone.  This type of performance cannot always be quantified, and results could be influenced by colleagues' perceptions; it will also take longer to see results.

There is a way to assess both financial and non-financial performance.  The Balanced Scorecard was developed by Robert Kaplan and David Norton to help organisations measure and manage performance.  They do this by measuring 4 perspectives: customers, financial, internal business processes, and learning and growth.  All four perspectives should be linked, consistent, and mutually reinforcing (Stobierski, 2020).  


AC3.2 - Measuring the impact and value of people practices

The primary objective of the people management function in an organisation is to add value to the organisation, plus its stakeholders, including shareholders, employees, and the surrounding community (Taylor and Woodhams, 2022c, p.135).

To be impactful, people professionals should consider investigations that will add real value and are backed by evidence (CIPD, 2025e). To make sure these projects ‘add value’, CIPD has determined what is meant by ‘Value-add’, ' Insightful ' (telling your audience something they don’t know), ' Relevant ' (about something that matters) and 'Actionable' (which will realistically trigger a meaningful conversation).

The impact and value of people practice can be measured using a variety of methods. Quantitative measures provide numerical data that can be tracked over time, such as employee turnover rates, absence levels, onboarding times, retention rates, productivity figures, and training completion rates. These metrics help organisations assess whether people management initiatives are achieving their planned outcomes. Qualitative methods provide insight into employee experiences and perceptions through employee surveys, focus groups, interviews, performance reviews, and exit interviews. Organisations may also use benchmarking to compare their people metrics against industry standards and key performance indicators (KPIs) to measure progress against specific objectives. In addition, return on investment (ROI) calculations can be used to evaluate the financial benefits of people initiatives, such as training programmes or wellbeing interventions, by comparing the costs incurred with the benefits achieved. Using a combination of these methods enables people professionals to gain an in-depth understanding of the effectiveness of people practices and make evidence-based recommendations for improvement.  





Part 2 - Quantitative and Qualitative Analysis

AC 2.1, 2.2
Satisfaction Ratings from managers of the People Practice Function. Sample size = 428 managers.
	
	Regular User %
	Infrequent User %
	Effective %
	Non Effective %
	High Value %
	Little Value %

	HR Policy Guidance 
	72%
	28%
	44%
	56%
	29%
	71%

	Resourcing 
	18%
	82%
	88%
	12%
	94%
	6%

	Performance 
	66%
	34%
	47%
	54%
	42%
	58%

	Employee Development 
	63%
	37%
	94%
	6%
	99%
	1%

	ER related issues 
	26%
	74%
	75%
	26%
	70%
	30%

	Pay and Reward
	73%
	27%
	97%
	3%
	100%
	50%

	Workforce Planning 
	6%
	94%
	4%
	96%
	1%
	99%

	General Administration 
	97%
	3%
	84%
	16%
	78%
	22%

	EDI
	11%
	89%
	50%
	50%
	52%
	48%

	Wellbeing advice
	63%
	37%
	86%
	14%
	96%
	4%




From this data we can see that there are a number of highly effective and valuable areas of the People Practice, these are Pay and Reward (diagrammatical form 1), Employee Development, Resourcing and Wellbeing Advice (diagrammatical form 2).  There are also some areas which score lower and are in need of some improvement.  These are Workforce Planning (scoring the lowest in all questions) and HR Policy Guidance.

To increase managers using Workforce Planning (diagrammatical form 3) I would recommend further manager surveys to be conducted to find out why this area is the lowest used.  After this it would be wise to arrange manager training to improve the overall forecasting of staffing needs and also to look at different workforce planning tools to support the managers.  Once these are in place I feel it would be improved productivity and service delivery and a reduction in recruitment delays.  The risks associated with this could be that managers are resistant to the changes and incorrect workforce planning could leave to over or under staffing.  There would be potential positive financial implications in the savings through recruitment costs, turn over and more efficient resource allocation.  On the flip side the initial investment of workforce planning software and the training needed for this could have a negative financial implication.  

To increase usage in the HR Policy Guidance area I would suggest reviewing the HR policies and look to update or simplify them with inout from the managers and it would also be beneficial to provide training for the managers to understand why Policies are important to implement.  The benefits to this would be a most consistent approach throughout the organisation.  The risks for this would be the time and resources needed to review all the policies and deliver the necessary training to managers.  There may be costs involved which would not necessarily have been budgeted for. But there would also be the benefit of potential savings from reduced employee relations case and reduced grievances. 



AC 2.3 - Pulse Survey Results

The results of the pulse survey were overall positive.  Managers said the people practice team was helpful, providing support on employee matters, resourcing, onboarding, and employee development.  They were also seen as legal experts. Managers feel that the people practice team adds value to the organisation, and they have confidence in their HR knowledge.  Managers also have a good understanding of what the people practice provides, and they know why they are an important part of the organisation.

4 out of the 15 managers answered ‘unsure’ when asked if they were better at handling people-related issues as a result of people practice guidance.  This would suggest that some managers feel they need more training in HR related issues rather than being told what the solution to a problem is.  More than half agreed that they were better at handling these issues, which suggests that those managers are developing their knowledge and skills in HR.Diagrammatical Form 2
Diagrammatical form 1

Diagrammatical Form 3

There are mixed views on administrative support: 6 people agree that the people practice provides this, and 5 disagree.  Managers may not fully understand the role of the people practice team, and more awareness and training should be given to rectify this.

A large majority of managers feel that the people practice team does not understand the organisation or how it works.  Managers may feel that the advice they are given, although technically correct, may not be practical to implement, and that the team may not have much influence on positive changes in the organisation.  To improve this, the people practice team could arrange job shadowing across different areas of the organisation to gain a better understanding of the business as a whole, and they could also attend higher-level or leadership meetings.

When asked whether they know where to find policies and procedures, over half of the managers answered no.  This should be corrected as soon as possible, as it could impact the timeliness of decision-making and the consistent application of policies, and it also reduces managers' self-service.  The answers were split as to whether managers felt confident at handling people-related issues without help.  Once again, this could mean an inconsistent approach with HR related issues.  More training is needed to achieve a more streamlined approach.

Overall, the results were positive, but the relationship between the managers and HR needs to be strengthened.  Managers should be given more training on people management, and policies and procedures need to be more accessible.  Toolkits could be created to support managers when they need to define what is expected of them in different HR related cases and what support and involvement they can expect from the people practice team.
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