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)

Divisional Structure

As outlined by Taylor and Woodhams (2022a) a divisional structure is a hierarchal framework that is predominantly found in larger organisations with either a variety of services, products, geographical areas or markets. Within this structure each division operates as a semi-autonomous entity and has its own functions including HR and IT. 

There are advantages and disadvantages to this type of structure. One advantage within people management as stated by Krapp, Schultze and Weiler (2023) is within performance management and reward, as each division is unaffected by other divisions performance, this can lead to greater motivation within the workforce. Another advantage is potential to gain market advantage as each division has the specific skills and knowledge for the product / service being delivered. As with all structures there are also disadvantages. One of these is the additional costs that result with each division having duplication of resources and functions such as IT and HR (Robbins and Judge, 2016). A further disadvantage is that the divisions may start to compete against each other internally to gain advantage causing conflict within the organisation and potentially damaging the organisations reputation.

Matrix Structure

Unlike divisional structure Matrix Structure does not follow the traditional hierarchical model. As outlined by Taylor Woodham (2022) a matrix structure is formed when organisational strategies overlap. Within this structure resources, and staff are shared across project teams, departments and functions, whilst still conducting their main role and responsibilities.
The team will then disband once the project is complete (BBC, 2025).

There are advantages of utilising this structure. One is that it provides individuals with an opportunity to collaborate with other departments or teams that they would not normally interact with. This can lead to increase in skills and may lead to increased motivation and productivity. This structure also promotes collaboration between departments (Jakhongir, 2023). Some of the disadvantages of this structure are the potential of conflict or confusion as individuals will be reporting to more than one person (Taylor and Woodham, 2022a). There is also the risk of individuals becoming unsure of their key priorities, role and responsibilities, which may demotivate them. 
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)

Moore Interiors Wales Limited (MIW) is an SME based in Swansea South Wales, operating within the construction industry, delivering full refurbishment of commercial and residential properties. The services provided, starts at initial design through to the final completed works. The Covid pandemic had a significant impact on the construction industry, with many failing to recover. This has resulted in ‘4,401 construction companies in England and Wales registered as insolvent’ during the tax year 2023/4 (Weinfass, 2024). As a result of a PESTLE Analysis conducted in relation to this market change MIW is currently operating an emergent strategy.

This strategy is defined by Heery and Noon (2017), is a strategy without a formal statement, which is not pre-planned, and where decision-making follows a consistent course of action.

Products and services available are, interior design auto cad plans and 3D visuals, demolition, general building, shop fronts, carpentry, mechanical and electrical, plumbing, suspended ceilings, painting, flooring and internal and external signage. MI has a core team of fitters in addition to a strong management team coordinating projects. Specialist services such as mechanical and electrical are subcontracted out to trusted and vetted contractors. 

MIW customers are predominantly commercial organisations ranging from small independent businesses to national organisations. By working with various partners and subcontractors MIW provides professional and efficiency to all of it customers regardless of size, as it can adapt to provide any service or product the customer may want or need. This reduces the time that the customer would spend engaging and managing multiple contractors on site.

The emergent strategy has assisted MIW in delivering this wide range of services and meeting customers’ needs as the strategy is flexible and can adjust and adapt to allow MIW to change priorities or pursue other opportunities as they emerge (Stobierski, 2020).  

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)

Interest rates, have a direct effect on borrowing and effect both individuals and companies daily. From November 2022, the Bank of England base rate (BoEBR) started to rise steadily, reaching its peak of 5.25% in August 2023, which was the highest rate since February 2008 (Bank of England, 2024). This increase in the base rate directly affected interest rates offered by financial institutions, significantly increasing the cost of borrowing. Construction projects often demand a large amount of money to fund them and when design, building and refurbishment projects are for cosmetic rather than essential works, they are often the most vulnerable to such economic fluctuations.

Inflation rates are a measure of how much the price of goods and services have increased over time. The government target for inflation is 2% but as of December 2024 is 2.5%. Although this is a reduction of 1.5% from January 2024 the inflation rate has fluctuated over the 12-month period, which causes uncertainty in the market as it is hard for businesses to establish the right prices and plan effectively (Bank of England, 2025). Inflation fluctuation has negatively affected MIW in a number of areas but primarily in the cost of labour and materials, and the difficultly to plan effectively (Outram, 2022). The increased costs have resulted in higher costs for completion of projects for the client, which in additional to the higher borrowing costs has resulted in a downturn in demand. This will remain the case until the rate of inflation reaches and is maintained at the government target. 

It is widely reported that there is a significant shortage of skilled labour shortages are a common problem in the construction industry. This is further impacted by a large number of skilled workers who are approaching retirement age without sufficient numbers of younger workers to replace them (Sullivan, 2024). As stated by Taylor and Woodhams (2022a) the 21st century has seen major strides in upskilling the working age population, through university, apprenticeships and workplace qualifications. However, MIW has identified that there is a lack of specialised courses available within the business area. The effect on MIW and the wider construction industry, is delays on projects and increased costs, as the limited number of skilled workers demand a premium for their skills. This has a long-term impact on the business and options are reviewed regularly to reduce issues.

Priorities identified by MIW in response to the above factors, was to review policies and procedures to ensure the highest levels of compliance. This has enabled MIW to achieve CHAS Gold status on Constructionline, a construction industry platform. This accreditation has allowed MIW to tender for larger private commercial and Government contracts, which seem to have been less affected by the increased interest and inflation rates. MIW have also prioritised training of new skilled workers, by directly employing two young apprentices in addition to offering our skilled employees and key subcontractors’ incentives to ensure the apprentices receive the required training and support on site, especially where there are no available courses available. 

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)

AI is not currently utilised within my MIW, as the primary service is manual and skilled labour. There is also a barrier to utilising this technology as some of the directors and senior management have limited IT skills and prefer ‘old school’ methods of conducting business. However, with more requirements in relation to health and safety and contracts of service there is potential that AI can be utilised in these areas in the future. For example, design and construct contracts and research and method statements (RAMS). There is also potential for AI to be used in general administration including policies, employee handbooks and contracts of employment. This could potentially benefit the organisation by allowing individuals time to focus on other key areas including time on site and face to face customer engagement.

There are numerous benefits to using AI within business, as The Department of Education (2023) paper states that with an estimated 10-30% of jobs being automatable through AI, it has the potential to increase productivity and have a positive impact on the UK economy. Furthermore, as reported by CIOB (2024) The availability of AI technologies within the construction industry could not only improve efficiency, but accessing these emerging technologies can potentially allow SMEs to grow and compete on a larger scale. With applications specific to the construction industry including analysing data in relation to procurement or identifying potential safety risks. 

However, as outlined by Mohdzaini (2025) it is important for organisations to take a responsible approach to the adoption of AI and its success will rely heavily on the people profession. UK Government has proposed a framework for regulating AI, which is to be underpinned by the following five principles: 

· safety, security and robustness
· appropriate transparency and explainability
· fairness;
· accountability and governance, and
· contestability and redress.
(Department for Science, Innovation & Technology, 2023) 


Explain Charles Handy’s model of organisational culture and explain David Rock’s SCARF theory. (AC 2.1)

Handy’s Model

For any organisation to have success, it must have a strong positive culture. As detailed by Waite, et al (2021) Charles Handy’s model intimates that an organisations unique culture comprises of four subcultures, which are Power, Task, Role and Person. Freedman (2024) suggests that each of these subculture's stem from a preconceived idea of different human motivation in addition to a presumed need for influence and power.

Power Culture – within this formal culture decision making lies with just a few or one person, often the business founder or leader. Within this culture, employees follow instructions received from the leader. This culture can be represented as a spider's web where the leader is portrayed as the spider and when they move its shakes the web and all employees jump (Waite et al, 2021).

Task Culture – this culture is team orientated, focused on results and solutions where expertise is the key influencer. Waite, et al (2021) suggest that this culture is portrayed as a net, where teamwork is key and once the task is complete the team disbands.

Role Culture – a description of this culture is a temple with strong pillars representing the key functions within the organisation (Mullins, 2019). This culture has a hierarchical structure, with clear procedures, where employees have defined roles and responsibilities.

Person Culture – This culture is where individuals work independently with very little structure. The organisation exists to support them by utilising shared resources such as office space or IT infrastructure (Personnel Today, 2023). 

Although elements of all four may be present within an organisation, Waite, et al (2021) attest that one of these subcultures will dominate the others. Mullins (2019) supports this and states that it is likely that most large businesses are likely to have a mix of these cultures at varying areas within the organisation. 

SCARF Theory

Many people in leadership positions are logical and analytical thinkers. However, the brain is a social organ and even within a work environment remains shaped by social interactions. Therefore, interactions within a work environment can invoke a fight or flight response (Rock, 2011). Based on a neuroscience study Rock proposed a model of five domains of social experience. These five domains are Status, Certainty, Autonomy, Relatedness and Fairness (Mullins, 2019).

1. Status – our relative importance to others. It is important for leaders to show mutual respect. 
2. Certainty – our ability to predict the future – it is important to provide clear timelines and expectations
3. Autonomy – our sense of control over events. It is important to empower and be collaborative.
4. Relatedness – how safe we feel with others. It is important to build genuine connections and positive team culture
5. Fairness – how fair we perceive the exchanges between people to be. It is important to have transparency and clear rules that apply to everyone.

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 argued by Young (2024) culture is important within the people profession as their work not only influences but is also influenced by it. Therefore, it must be managed and developed effectively. When considering new recruits, it is important that they match the organisations values and workstyle, as this will allow the individual to excel in their role and overall improvement in the organisational productivity (Martin, 2024). 

MIW is a small family run business, with a very relaxed atmosphere, where all sections of the organisation work collaboratively, sharing skills and ideas. Most employees are long standing, and turnover is extremely low. However, in November 2024 a team member had a great opportunity for personal career development at another organisation, so recruitment was required. At this time there was very limited information in relation to recruitment processes, specifically person specification and job advertisements. During recruitment discussions, one key factor in addition to the skills and experience required to fulfil the role, was that the new recruit must fit in with the existing team.

To achieve this the advertisement for the role focused on the company values and goals and the person specification emphasised open and collaborative team working. Shortlisting included these key points, and the interview process was informal and relaxed with typical scenarios members of a day to day within the organisation involving different team members. This allowed us to not only examine the candidates’ skills and experience of the role but if their ways of working and tackling problems complimented existing team members.

On this occasion this process has had a positive impact on MIW, and the new team member has settled into the new role. The key benefits of MIW hiring recruiting for a cultural fit in addition to role fit, is the new employee has similar workstyles and has been able to fit in with the team from day one. A further advantage is that the new employee’s personality matches the organisations culture, which as outlined by McNeill (2020) means that are more likely to be more confident in their role and work hard to achieve desired results. However, McNeill also states that there are disadvantages to hiring for cultural fit as if is not effectively it can cause raise more issues than benefits. For example, some organisations focus on personality fit rather that the skills and qualifications of the role. In this instance, although MIW did prioritise the personality fit the keys skills and experience were assessed in both the shortlisting and through scenarios during the interview process. However, it has been identified that the recruitment process adopted by MIW, is labour intensive and may not be sustainable in the future as the company grows.
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)

Kotter’s model of change is a proven process that has been utilised to successfully implement change. The model outlines eight steps to achieve change as identified in figure 1. As outline by Peters (2020) the Covid 19 pandemic caused significant change in employee's expectations in relation to flexible working and to implement any change, it is important that people professionals provide balance and support for both the organisation and the workforce.
 
Figure 1.
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(Hole, 2021)
 
 To implement effective change required by the organisation people practitioners can apply Kotter's model to the task as follows:
 
Create Urgency – to initiate this step the need for the change must be clearly communicated. As outlined by Hole (2021) management meetings with key organisation leaders and employee representation must be held and should include more than just statistics. It is imperative that factual reasons for the change, such as organisational improvement through increased productivity and improved employee wellbeing, resulting in future job satisfaction and security.  This step is essential and must not be rushed as without cooperation and motivation the process will fail (Kotter, 1995) 
 
Once sufficient urgency has been established, the next step is to form a coalition of leaders, which do not necessarily follow the normal hierarchy of the company, who are positive for the change and fully understand and accept the need to implement. As detailed by Kotter, et al (2006) it is important for the coalition team to be a cohesive unit and to understand how each other work and think. 
 
Once this is achieved the team can then begin exploration and preparation for the development of a vision and create a strategy for implementing the change. During discussions there may be many potential solutions suggested and to it is important to link these to form an overall vision that people easily understand and remember (Hole, 2021).
 
Now that the climate for change has been created, it is now important to engage and enable the rest of the organisation. Kotter, et al (2006) attest that this stage can happen quickly and begins with communicating the vision. During this stage it is important to speak persuasively about the vision at every level and at every opportunity. It is also important to apply the vision to all areas and aspects of the organisation and confront any concerns openly and honestly.
 
Once the vision has been communicated it is important to remove obstacles and empower others within the organisation to create further momentum for the change. At this stage it is key to identify any potential obstacles and act on them quickly and effectively. These obstacles could be individuals that have not bought into the change process or a policy or process issue.
 
Success is a great motivation booster, so it is important that during any change process that there are short term achievable targets “Quick Wins” (Hole, 2021). In this step the change leaders must ensure to widely advertise successes as it will further support for the change (Cameron and Green, 2024). 
 
At this step to continue building on the “quick wins” and drive the long-term change required, it is important to take the necessary time and keep learning and communicating as in steps 4 through 6. Failing to do this may risk people, losing motivation for the change and reverting to the old way of doing things. (Cameron and Green, 2024)
 
The final step is to embed the change and for this to be successful it should become part of the core culture and be visible at all levels of the organisation, including policies and processes. Maintain open avenues of communication and continue to highlight successes, this will ensure continuous effort and support from organisational leaders.
Using the Kubler-Ross change curve, discuss how change is experienced. (AC 2.4)

Initially devised in 1969 to explain the grieving process the Kubler-Ross change curve has now evolved and is now widely utilised by organisations and people professionals to understand how people react to and deal with change. This change model identifies that when dealing with change a person generally goes through five stages, which are denial, anger, bargaining, depression and then acceptance (Cameron and Green, 2024). 
 
During the denial stage individuals may not accept that the change is happening or indeed needed. This may result it in defiance, resistance and a reduction in performance. Following the curve once the individual has passed through the denial stage, they enter the anger stage. This may result in them airing negative opinions of the change through frustration. Then they move to the bargaining stage, during this stage the employee may experience uncertainty and to minimise the impact they may attempt to negotiate or attempt to find a compromise. When the negotiation fails before acceptance, the employee will enter the depression stage, during this stage the employee may become isolated and demotivated and possibly show signs of apathy. The employee will eventually reach the final stage of the curve model, which is acceptance. At this stage the employee will come to terms with the change and may start to explore potential opportunities, the change may offer them (Malik, 2024).
 
When implementing change individuals may experience these stages at various levels, or may even repeat stages, and it is imperative for the successful implementation of the change that they are supported through each stage (Roberts, 2024). Andersen (2022) concurs and states that it is important to allow each employee time to process through the stages and allow them to experience each stage in their own way. It is also important to listen and address their concerns to enable them to move through the curve and change their mindset about the change being implemented.
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)

It could be argued that wellbeing at work is important as research identifies that employees that are emotionally, physically and mentally well at work are, more productive and focused (Adams, 2019). Suff (2024) attests that there are seven areas with the workplace that impact employee’s wellbeing, which are health, good work, values & principles, personal growth, social, good lifestyle choices and financial wellbeing. Although the individual employee has some responsibility in relation to their overall wellbeing specifically within health and lifestyle, it is also important for organisations to know how to support them in work. 
 
The area of ‘good work’ which refers to aspects of the job, are fundamental to employee wellbeing. CIPD (2024) define this as work that, is accessible to all, is fairly rewarded, offers work life balance, provides sufficient means to economically make a living, delivers a supportive environment, which is physically and mentally healthy, while offering them a voice and opportunity to develop. To ensure that these requirements are being covered organisations could implement programmes such as, employee assistance for mental health and / or a healthy eating initiative such as free fresh fruit available in the workplace. For fair reward competitive salaries are a good start point, which can be enhanced with benefits packages (Suff, 2024).
 
Although influenced by a variety of factors, quality HR, people management and leaders within the organisation are essential for overall wellbeing and good work (CIPD, 2024). Wellbeing should do more than just meet the minimum legal requirements, and it is important for HR and people professionals to present a strong business case that reflects the positive impact wellbeing at work incentives have on recruitment, retention and absence management (Taylor and Woodhams, 2022).
However, some organisations do not know how best to support people with their health and wellbeing as they do not understand what it means. There are also organisations that feel they are too busy to implement or do not see its importance (Cassidy, Wilkinson. and Pahl, 2023).

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 has six connected stages which are attraction, recruitment and selection, onboarding, development, retention and separation. It is important for people professionals to understand the impact each stage the lifecycle has on overall performance and the strategic goals of the organisation (Taylor and Woodham, 2022).  
 
People practitioners have a vital role to play in the employee lifecycle and depending on the size of the organisation may provide services all six or just some of the stages (Waite et al, 2021). During recruitment, people practitioners can assist with job analysis, advertising and selection. During job analysis, whether the role is a new or existing could determine input required. When the role is existing a people professionals can review of current job description (JD) and person specification (PS). They can then get feedback from current people within the role to ensure that the JD and PS are still fit for purpose and respective of the current demands of the role. This can be completed through interviews and observation or questionnaires (Waite et al, 2021). The JD and PS formed from the analysis will be a key part of the advertisement and how and where to advertise. The people professional may use internal data held from employee engagement surveys to determine that the role is better suited for internal advertisement to allow opportunity for promotion within the organisation or externally. If external as part of the advertisement it is important to ensure that the overall brand of the organisation is represented, it clearly outlines the key elements of the role including minimum experience and qualifications required, and that the advertisement is posted in areas where it will attract the best pool of candidates, such as specialist recruitment sites. The selection process will again be determined by the skills and seniority of the role. People professionals can create selection criteria based on the JD and PS to review applicants against, this can assist in the reducing the applications volume sifting and longlisting (CIPD, 2024a). 
 
A key part of people management role is to nurture employees to grow and develop with their role and the organisation, developing employees benefits the organisation through increased productivity, motivation and overall staff retention (Waite et al, 2021). People professionals can assist in developing management, performance and development review processes, that enable managers and individuals to identify learning and development needs. Armstrong and Taylor (2023) state that there are key stages to personal development planning which are analysis of the current situation, setting appropriate goals, preparing action plans and implementation of plan. People professionals can assist managers and add value to the organisation by implementing training where required. This may include training in policy aspect of the process, providing guidance and support in how to have conversations in relation to underperformance, providing quality feedback or developing skills in setting effective and objective goals (CIPD, 2025) 
 
Throughout all areas the data is primarily collected through staff engagement surveys, interviews and questionnaires. Although these have the advantages, there are also disadvantages, for example as argued by Taylor and Woodman (2022) to ensure a good response rate from surveys and questionnaires it is important that they are not too bulky and that outcomes are actioned efficiently.  
Analyse how people practice supports organisational strategy through vertical integration and how people practice supports wider people strategies through horizontal integration. (AC 3.2)

People practitioners have an important and varied role within all aspects of the organisation. At a strategic level ensuring the HR strategies and activities are aligned with organisational strategic goals. The initial concept introduced by Walker in 1978 and was further developed in the works of Tichy et al in the 1980’s (Armstrong and Brown, 2019). At a practice level people practitioners have a responsibility to ensure systems and processes are aligned and coordinated through the stages of the employee lifecycle. It is argued that to be effective it is key to develop a system that encompasses both horizontal and vertical fit (Armstrong and Brown, 2019) 
 
At a strategic level people practice can support the organisation to achieve objectives through vertical integration. This is achieved by aligning HR strategy with the organisational strategy, so that the two inform each other (Peters, 2024). For example, if the organisation implemented a strategy to grow market share, people practice could support this through a strategic workforce plan, looking at recruitment, training and performance management to improve efficiency throughout the organisation (CIPD, 2023a). Or if a technical company was looking to introduce a new application, people managers could assist with job design analysing the role and the competency skills required to fulfil the role (Singh, 2021).  However, Boxall and Purcell (2022) concluded from review of various research, that the success of vertical integration, can vary significantly across industries and organisational size, so it is important to consider the context and range of variables within different organisations. 
 
Different from vertical integration, horizontal integration focuses on ensuring that internal HR policy and practices are designed well providing consistency and overall produce the required outcomes (Armstrong and Brown, 2019). To achieve horizontal integration, organisational practices such as recruitment, training, performance and reward management systems should be cohesive and complement not contradict each other. For example, if the training focuses on the importance and the strength of teamwork, then it is important for performance management practices to reward teamwork (Boxall and Purcell, 2022). Or where a retail company requires new recruits to have strong sales skills, it is important to have a reward system that rewards sales performance, to ensure that the individual remains engaged within the organisation reducing staff turnover. Although, in principle horizontal integration appears feasible, Boxall and Purcell (2022) argue that this is oversimplified understanding of how HR processes develop within different organisations. 
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)

To increase the probability of employees and representatives (stakeholders) understanding and accepting a change, it is important to consult with and listen to their views (ACAS, 2021). At the start of any consultation, it is important to identify key stakeholders. Creating a stakeholder engagement assessment matrix (See Figure 2.) can assist in identifying levels of engagement and communication required across different groups to ensure that the most effective process is utilised.

Figure 2.
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Direct consultation with groups and individuals with a high interest in the proposed change is key. There are various processes that can implemented including surveys/ questionnaires, interviews and focus groups, or a combination of these. However, the process chosen may also depend on the size and structure of the organisation. For example, in a smaller organisation there may be limited resources both human and financial. Therefore, the process selected must be efficient and cost effective, while still producing required outcome. In this situation, the best processes maybe a questionnaire to identify level of understanding, support or concerns for potential change, could be circulated through digital and written forms. The quantitative data collated from the questionnaire responses could then be utilised to inform more in-depth discussions in focus groups to collect qualitative data. The combination of the data collected could then be utilised to identify positive aspects and any concerns and feedback in clear communications to stakeholders.

Although, the combination of these processes may provide more detailed data they do have advantages and disadvantages. Questionnaire advantages within a small organisation are that they offer a cost effective and convenient way to gather information required and can be completed anonymously. However, questions may be subject to bias and if not written well can lead to closed, misleading or inaccurate information being collected. Furthermore, although responses are anonymous, individuals, specifically within a small organisation may not respond or respond truthfully as the fear their identity will be known (Miller, 2018). Focus groups like questionnaires can offer a cost-effective option to gather more detailed information and allows interaction between the people practitioners and individuals. However, within a small organisation a group may contain different levels of management, which may result in some individuals not voicing their opinions.
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