
1. [bookmark: _Hlk130572615]Evaluate the advantages and disadvantages of the organisation structure in your organisation (or an organisation with which you are familiar) and evaluate the advantages and disadvantages of one other organisation structure. Within the evaluation, you should include the reasons underpinning the structure. (AC 1.1)

Tata Steel UK (TSUK) is comprised of multiple different sites, all of which produce different products for different consumers. Within my site based in Port-Talbot we have adopted a hierarchical, functional structure whereby according to Tingsager and Smith (2022a) is a structure comprising of a leader at the top, with layers of managers reporting upwards, separated into functions with different goals and objectives. The advantages of this type of structure include that employees and managers have goals that are aligned to achieving the overall business strategy. In addition, a hierarchical structure ensures there is clear accountability which is particularly important when considering the nature of the work in TSUK. Disadvantages of this type of organisational structure includes that functions often work in silos according to Tingsager and Smith (2022a), with knowledge often being retained within separate functions. This can have a negative impact on the business’s ability to grow and adapt.

TSUK have also adopted within some sites a divisional-hierarchical organisation with their own business functions. The disadvantages of this are there is a lack of cohesion between the entire organisation and different standards. The advantage of this is there are opportunities to develop and cross-collaborate with other sites. 

TSUKs Port Talbot site has adopted a hierarchical, functional structure as a result of its separation from Tata Steel Europe, in addition to the multiple different process works areas on the site the presence of layers of managers ensures that each different process is managed by specialist teams. 

According to Bosley (2023), organisations may need to change their organisational structure in the event of business strategy, goals or purpose changing. It’s anticipated this will be a challenge for TSUK in the upcoming months and years with their desire to move towards ‘greener steel’ making and net zero goals. It’s anticipated that the structure will become ‘thinner’, with the recent announcement which has the potential to result in almost 3000 roles being lost. Tingsager and Smith (2022a) emphasize the significance of businesses establishing organisational structures capable of adaptation and change. Failure to do so could result in adverse effects on the working practices, culture, and performance of a business. Therefore, its critical that as TSUK transition over the coming months they reflect on decisions and work towards creating a new organisational structure aligned with their strategic views, goals and which is able to support their new way of working.

2. Analyse connections between your organisation’s strategy (or an organisation with which you are familiar) and its products or services, and customers. (AC 1.2)

According to Brooks (2021), an organisations strategy is built on a solid ‘Vision, Mission and Values’, defining why the company exists and what its long-term goals are. For TSUK the strategy is centralised around transforming the business into one which is sustainable in every sense. Whilst, the wider Tata Group have a single purpose of improving the quality of life of the communities they serve.

In order to become more sustainable, TSUK are working towards becoming Net Zero Carbon by 2045. With that in mind, their overall business strategy is comprised of long-term goals.

In its current capacity, TSUK is not achieving its strategy as their processes are not currently deemed sustainable. The Port Talbot site in particular is the UKs biggest single carbon emitter (BBC, 2023), therefore, to achieve their sustainability strategy the company must work towards a new direction in the form of green steel. In moving towards more greener processes, such as electric arc furnaces, TSUK would reduce tariffs currently imposed on the company for breaching levels of greenhouse gases under the EU Emissions Trading System. 

In achieving sustainable processes, TSUK becomes more attractive to their consumers and customers as the reduction in Carbon emissions is closely aligned with their compliance to ISO 14001.

According to Tingsager and Smith (2022b), when deciding on the business strategy the leadership or executive team must consider the context that the organisation operates in, including the economic environment. In considering this, moving towards greener steel is beneficial to the company in the sense that they will receive financial support from the UK Government. Enabling the company to continue operating and supplying goods and services to their customers. In order to achieve their sustainability strategy, TSUK have proposed to build an electric-arc furnace which uses recycled scrap metal. The potential downside of this move to a new technology is potential changes to the quality or type of Steel produced which could potentially be a negative for their customers.

Tata Steel as an entity have another long-term vision to serve the communities in which they operate, through moving towards greener processes and reducing their carbon emissions in Port Talbot would bring benefits the local community and create a healthier place to live. This, however, does bring negative impacts in the form of economic disadvantages to the local community and also impacts their internal customers negatively through job losses. 


3. Analyse three external factors or trends currently impacting your organisation (or one with which you are familiar). The impact of these factors or trends could be positive, neutral or negative, some are short-lived whilst others are long-lasting. Identify organisational priorities arising from the factors or trends analysed. (AC 1.3)

According to the CIPD (2023), in order to enable senior leaders to make strategic decisions within an organisation they must consider some key external factors. This can be done using a PESTLE analysis, whereby political, economic, sociological, technological, legal and environmental factors are assessed to understand the impact these may have.

When it comes to TSUK, there are multiple external factors that are currently impacting the direction the business is moving towards. Firstly, there are political impacts in the form of funding from the UK Government to move towards greener steel making processes. It’s in the best interest of TSUK to move towards greener steel to ensure they receive the funding to enable the business to continue operating and sustain the UK Steel making business for years to come. 

Another external factor impacting Tata is the environmental aspect, with the challenge against climate change at the forefront of most countries’ sustainability goals, it’s understandable that this has a significant impact on many corporate organisations. This is even more prevalent for a company such as Tata that is one of the largest contributor to the UKs Carbon Emissions. Through moving to greener steelmaking processes, Tata would improve its compliance with EU ETS and reduce financial constraints that currently hinder the business from Carbon breaches. A downside of this, however, is that in moving to greener technologies a considerable amount of change is needed to the current processes. Unfortunately, the move to greener steel brings un-stability for its workers with job losses expected.

A significant impact that is currently dictating the future of the TSUKs operations is the economic factors. Due to market demands, the cost of raw materials has increased alongside the maintenance cost required for its aging plant in Port Talbot has seen a considerable strain on the organisation. 

TSUK are faced with a difficult decision when considering the number of external factors impacting the longevity of its operations within the UK. The current financial losses the company are facing, alongside its mission towards decarbonising their processes could result in impacts to the local economy, the local community in addition to the future of UK steelmaking.

4. Assess the scale of technology within organisations and how it impacts work. (AC 1.4)

According to the CIPD (2020), the advancements of technologies such as automation, robotics and AI are exerting an increasing pressure on work and the workplace. In light of these advancements, organisations should be prepared to adapt and overcome particular challenges and perceptions. Forbes (2021) stated that companies that embraced technologies adapted quickly, whereas those that resisted had to overcome a steep learning curve. 

Rodriguez (2022) explains how Blockbusters, the video rental company, failed to embrace emerging technologies, unlike Netflix, which proposed a home delivery strategy in 2000. Blockbusters insisted on customers physically visiting stores, dismissing the home delivery concept. The industry's shift towards convenient services like home delivery and later, streaming, contributed to Blockbusters' user decline, culminating in their bankruptcy in 2010

Among emerging technologies, the prevailing trend seems to prioritise the reduction of human involvement in tasks, shifting towards increased automation and the integration of artificial intelligence.
Within Tata Steel UK, the introduction of new technologies is yet to meet the level of automation and AI that has begun to appear in sectors such as the hospitality and aviation sector where there are increasing levels of automation and robotics. 

There are perceived benefits and negatives to these advancements within organisations. From a health and safety perspective, TSUK as an upper tier COMAH (Control of Major Accident Hazards) site could benefit from a level of automation that reduces the reliance on human operators in the control and mitigation of such major accident and hazards. However, the introduction of automation does not automatically eliminate the human element of a job, rather it leads to the person being there to monitor the system or process. The negative of this could include, job dissatisfaction, de-skilling of skilled labour and reduction in personnel for particular jobs. Automation can be beneficial in removing monotonous and repetitive jobs for individuals and enable them to focus their efforts on jobs that provide greater benefit for the organisation. This could not only increase job satisfaction but lead to an increase in productivity of employees.

The challenge for people professionals is to understand and consider how best to use developing technologies for the benefit of the organisation as a whole. There is also the ethical consideration of introducing technologies and the impact on employees that must be considered (CIPD, 2021a).

5. Explain Edgar Schein’s model of organisational culture and explain one theory or model which examines human behaviour. (AC 2.1)

Edgar Schein’s depicts organisational culture as an inter-connected 3-layer model. The model is often represented as an ‘iceberg’, the first layer of the model is ‘artefacts. According to Schein (2004), this level of the culture is both easy to observe and very difficult to decipher. These are all the visible aspects of the organisation, for example, its values, emotional displays, its language in addition to the processes that drive behaviours within the organisation.
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Figure 1: Edgar Schein’s Model of Organisational Culture

The second layer is ‘Espoused Beliefs and Values’, these are the strategies, goals and philosophies of an organisation which can create an image of the organisations professed culture. These beliefs and values are ones which the organisation strives to uphold and are often communicated through mission statements, organisational key values and commitments and policies.

In Schein's cultural model, the last component is 'Underlying Assumptions,' representing our unconscious beliefs, thoughts, and feelings that often go unnoticed. According to Schein (2004), grasping the essence of culture requires an understanding of these fundamental assumptions, as they shape the observable surface-level cultural aspects.

According to the CIPD (2023) motivation theories have become increasingly popular in a way that job designs now account for job satisfaction. In considering this, one of the most influential theories introduced by Deci and Ryan is the Self-determination theory. It’s based on the concept that people are driven by three innate and universal psychological needs, Autonomy, Competence and Relatedness. 

Autonomy refers to the individuals desire to be in control when making decisions, this can be increasingly important in a work environment where individuals seek independence. Competence as a motivation derives from an individual’s desire to feel accomplished in their tasks, to be able to build on their skills and develop continuously. The final motivator is relatedness this is the wanting to feel included and have a sense of belonging within a group or organisation. All three of these needs are essential to an individual’s motivation in the workplace. In considering the 3 psychological needs which motivate individuals, it’s possible for people professionals and leaders within organisations to build on these to create more fulfilling and rewarding opportunities for employees, which can assist with employee retention, satisfaction and engagement and have positive impacts on productivity.

6. Assess how people practices in your organisation (or one with which you are familiar) impact both on organisational culture and behaviour, drawing on examples to support your arguments. (AC 2.2)

According to the CIPD (2020) people professionals have a responsibility to continually assess culture to ensure standards are maintained. Within Tata Steel UK there is currently a large emphasis on organisational culture and behaviours with the recent business announcement that will result in a potential loss of almost 3000 job roles. 

In considering the recent announcement, there has been a considerable shift in the organisations culture with a slight disconnect apparent between employees and management. The general consensus over previous months has focused on a lack of leadership from senior officials in communicating the future business strategy for decarbonisation. This has subsequently led to disengagement from employees and a reduction in productivity with employees reluctant to begin long-term projects that could be impacted by the change in the business.

The recent announcement of a new organisational structure as a result of the change in business has brought a negative impact on the current organisational culture, with individuals apprehensive and worried over the security they may have in their current role, and what, if any future they will have in the organisation. According to the Energy Institute (2010) the impending shut down of operations brings a number of hazards to TSUK as employees are likely to be demotivate which can result in a lack of attention which could result in additional risks in the form of incidents and accidents.

It's clear that there is much to do from a people professional side within TSUK over the upcoming months to ensure that their practices are deployed in an efficient and effective manner to support those who remain with the company and those facing potential redundancy. In the past year financial constraints have led to a pause on recruitment, training and pay reviews which has been increasingly frustrating for both people practice functions and employees which has unfortunately had a negative impact on the organisation even before the business announcement, in the form of decreased employee engagement, high turnover and negative implications to the business reputation.

CIPD (2021b) explains how no company culture is fixed, it constantly evolves with changes in the industry and from internal and external factors. Tata business leaders alongside HR leaders must now work together to ensure that their new business strategy is created to align the organisation’s culture with their values and goals.

7. Explain two different models or theories to managing change. (AC 2.3)

According to Cummings et al (2016), Lewin’s change model is regarded by many as the classic or fundamental approach to managing change. Developed in 1974 Lewin’s change model describes 3 stages of change: Unfreeze, Move and Refreeze. Taylor (2022) explains how Lewin’s model uses ice as a metaphor to demonstrate that in order to make changes and to successfully implement such changes will take time. 

According to Kaminski (2011), Lewin’s change theory refers to planned change, the first stage of ‘Unfreezing’ is the means whereby the current state of a system/organisation is analysed, and it is recognised that change is needed. Kaminski proceeds to explain that the ‘change’ aspect of the model is the most time consuming and requires changes to individuals’ thoughts, feelings and behaviours. This is also the point whereby processes, systems and structures will be adapted to the new desired state before moving onto the final step of ‘refreezing’ the change as the new way of working. It’s important to ensure that this change is supported by policies and procedures to reinforce the behaviours to prevent any change of reverting back to the old ways.

Building on Lewin’s change model is Kotter’s 8 step model that has been widely used in industry to manage change. Taylor (2022b) states that not all 8 steps are appropriate to some situations, and it does not necessarily need to be executed in order, rather it provides a framework when starting a change management project. The 8 steps are as follows:
· Establish a sense of urgency
· Create a ‘guiding coalition’
· Develop the ‘change vision’
· Communicate the vision
· Empower others to take action
· Generate short-term wins
· Consolidate gains and produce more change
· Institutionalise the new approaches
Kotter (2018) have since built on the 8 steps with the addition of ‘change principles’, which aim to enable organisations to support organisations in building networks that are constantly innovating and moving forward. One of the most critical aspects of Kotter’s change model is the importance management and leadership has on implementing and maintaining changes. According to Taylor (2022b), one of the most crucial aspects when making change within organisations is to actively involve employees in the change process, making it more likely that they will embrace and support new changes if they have had some decision in making such changes.

8. Discuss one model that explains how change is experienced. (AC 2.4)

Taylor (2022c) explains the importance of helping people prepare for changes that may occur within the workplace. An organisation has a responsibility to support employees through changes and be mindful of how individuals experience change. One model which is widely used to explain how change is experienced is ‘The Kubler-Ross Change Curve’ as seen in Figure 2.

The Kubler-Ross model explains the stages individuals will experience when faced with new change, the initial response to change will typically be shock which is likely to transition into a feeling of disbelief. Change can also elicit anger from individuals, that ultimately will lead into depression whereby there is little motivation expressed. The final stages of the change curve are ones of initial acceptance, in understanding what that change means for them and how they fit into the new situation. 
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Figure 2: Kubler-Ross Change Curve Model

Roberts and Tracey (2023) propose that the Kubler-Ross change curve should not be considered as a model for implementing change; instead, it serves as a tool for predicting how employees might handle change. This approach proves valuable in situations involving significant organisational changes that could potentially impose significant negative effects on employees. It can be beneficial for people professionals, and leaders within an organisation to use models such as this to understand these potential thoughts and feelings of employees in order to evaluate how best to support them.

There are benefits and negatives to the use of the Kubler-Ross change curve model according to Roberts and Tracey (2023). The main benefit of this model is that it does not focus directly on the change, rather it considers the impact the change has on employees emotionally. Demonstrating concern for employees' emotional well-being during change reflects the company's dedication to supporting them. Frequently, organisations emphasize the advantages of change in terms of financial and production benefits, sometimes overlooking the moral and emotional aspects for employees. Changes can be perceived as either positive or negative, depending on the individual experiencing them. Therefore, it is crucial to comprehend how employees might respond to such changes.

Limitations of the Kubler-Ross model include its failure to offer solutions for assisting employees through the various stages. Furthermore, it assumes that all individuals undergo change in the same way, potentially resulting in the neglect or oversight of specific needs of certain individuals. Additionally, the model is centred around negative changes and does not account for potential changes that could have positive outcomes for employees.
9. Assess the importance of wellbeing at work and factors which impact wellbeing. (AC 2.5)

Wilkinson (2022) explains that when it comes to wellbeing at work, employers should be aware of the following types of wellbeing; physical wellbeing, emotional/psychological wellbeing and social wellbeing, financial wellbeing and career wellbeing. This identifies that there are a number of causal factors that could potentially impact an individual's wellbeing as a result of their work. 

According to Suff (2023) promoting wellbeing in the workplace can bring a number of benefits to the individual and the organisation. Focusing on employee wellbeing can enable and promote positive working environment where employees are engaged and driven to perform well. Public Health England (2019), reinforce this stating that evidence suggests that good work improves health and wellbeing across people’s lives both in work and in their personal life. Additionally Public Health England (2019) also explain that for organisations promoting wellbeing at work can lead to higher productivity, less sickness and absenteeism of employees which subsequently reduces costs of covering employee sickness and potentially retraining staff or recruitment processes.

In a 2013 study conducted by Mind, it was discovered that 3 out of 5 individuals in the sample group expressed that they would experience increased loyalty, motivation, and commitment to their workplace if their employer took steps to promote the mental well-being of all staff. It’s clear that investing and supporting in employee’s well-being can bring a number of benefits to an organisation. 

There can be both negative and positive factors impacting employee’s wellbeing, in recent years there has been a clear increase in the cases of individuals suffering from mental health problems as a result of their work (Mind, 2013). A survey conducted by the CIPD in 2023 found that stress, workload and presenteeism were all contributing factors which impacted the wellbeing of employees. Conversely, if an organisation has taken measures to promote wellbeing in the workplace through carefully designed organisations, support from management and through various networks such as Employee Assistance Programmes, career development, autonomy in the workplace to decide how individuals would like to work can create positive working environments and create a healthier workforce (Wilkinson, 2022). Wellbeing at work, it should be noted is not the sole responsibility of people professionals, it needs to be embedded throughout the organisation with leaders trained and competent to support their teams. Investment into employee wellbeing is undoubtedly one of the most important success criteria for organisations to succeed and develop.

10. Discuss the links between the employee lifecycle and different people practice roles. (AC 3.1)

People practice roles are embedded throughout the entire employee lifecycle, regardless of what stage an individual is in within that cycle people professionals will have had some impact in the process. According to Smith and Mitchell (2022a) people professionals must understand this lifecycle and how it impacts people and their engagement, retention and performance within the organisation.


	Figure 3: A typical employee lifecycle

A crucial connection observable throughout the employee lifecycle is represented by the policies underpinning each stage. These policies are typically formulated by people professionals specialising in diverse practices. For instance, organisations are likely to possess policies that reinforce recruitment, facilitate learning and development, and establish frameworks for reward and recognition, all of which contribute to retention and job satisfaction. 

According to George (2023), it is highlighted that maintaining equality, inclusion, and diversity is essential at every stage of the employee lifecycle. Whether it's the initial attraction phase or the separation stage, employers must ensure they avoid any form of discrimination or unlawful actions that could unfairly disadvantage or discriminate against individuals. Personnel responsible for EDI within the workplace must, therefore, contribute to each stage of the lifecycle and support colleagues within other people practice roles.

The retention stage of the employee cycle involves a large number of people practice roles. In order to ensure the right people, stay within the organisation, its critical to maintain positive engagement with employees requiring efforts from talent management, employee experience, reward and recognition, learning and development, organisational design and development and generalist HR roles. 

In the event that an individual is not satisfied within their role, they may opt to voluntarily leave the company. This is the final stage of an employee lifecycle, it’s the point at which HR alongside employee engagement professionals oversee the individuals notice period and carrying out exit interviews. The exit of an employee is the trigger for the beginning of a new cycle as a role is unoccupied, at this point the recruitment and marketing teams can begin to design the job specifications and advertise for the role. The aim of resourcing is not merely to promptly fill a vacancy; instead, it involves effective workforce planning and a comprehension of the necessary skills to guarantee and sustain the success of the role within the organization (McCartney, 2023).

Fields (2023) stresses the importance of consistently gathering feedback from employees throughout the employee lifecycle. Through careful scrutiny, one can pinpoint weaknesses and find chances for improvement, ultimately enhancing the overall employee experience.

11. Analyse how people practice connects with other areas of an organisation and supports wider people and organisational strategies. (AC 3.2)

The evolution of people practices over time has brought about a substantial transformation in the functioning of the role. No longer confined to offices solely dedicated to devising and implementing policies, people practices have now become integrated across different areas of an organisation. People professionals are now actively present and visible to both employees and leaders throughout different areas of an organisation.

A report conducted by the CIPD in 2022 sought to assess the cross-functional collaboration between people professionals and other functions within organisations. The study focused primarily on the shift in the change in work due to the COVID-19 pandemic, the findings concluded that overall collaboration between functions has increased with technology assisting that collaborating significantly. When considering the shift to this new way of working during the pandemic, routed deeply in this shift were the efforts from people professionals across a number of different functions working to ensuring policies and procedures were updated to ensure a smooth transition and support available for other functions within organisations.

Not to be overlooked is the impact and responsibilities people practices have in supporting other areas of an organisation, from facilitating recruitment processes, onboarding, learning and development to overseeing and supporting line managers and business leaders with potential grievances or dismissal processes. Smith and Mitchell (2022b) describe how people professionals are required to manage horizontally across organisations, in order to achieve this, they must have the skills and knowledge to communicate and influence individuals from different areas and different levels within and organisation to understand the benefits from integrated people-related activities.

People practices are instrumental in supporting people and organisational strategies within an organisation, one means of achieving this is through the implementation of business partnering. This is the process whereby people function capabilities are defined and aligned in order to meet the organisations objectives and work towards the overall business strategy (CIPD, 2023). Taylor and Woodhams (2022) explain that HR managers are no longer exclusively focused on the daily tasks associated with their role. Instead, they play a crucial role in advancing an organization's long-term strategic goals and serve as key figures in shaping business strategies

In adopting a cross-functional approach within an organisation where functions collaborate and engage proactively with one another can create a supportive and inclusive environment. The benefits of such collaborations can increase employee engagement and satisfaction which has a positive effect on overall business performance.

12. Discuss processes you have, or could use, for consulting and engaging with internal customers of the people function in order to understand their needs. (AC 3.3)

Internal customers of the people function include all people and departments within an organisation that receive a service from the people professional function (Smith and Mitchell, 2022c). It’s important as a function to analyse your internal customers to understand what services and support they may require from you; this will then dictate the level of engagement necessary to meet their needs.

Rajhans (2009) explained that they way organisation communicates with its employees is reflected in morale, motivation and the performance of employees. Therefore, it’s crucial to ensure communication channels are appropriately used for the information to be shared. It's important to recognise that the people function provides a diverse array of services to various internal customers. For instance, the learning and development function supports the overall organisational development, while HR business partners may establish closer, one-on-one relationships with senior leaders. This emphasizes the necessity to ensure that consulting and engagement processes are effective and tailored to the specific needs of each customer.

Consultation with customers can be done through a singular process or using a number of different processes. One means of reaching a large number of customers within the organisation is through the use of staff surveys. The benefit of such processes is that it is relatively low cost, it can be easily communicated to customers through internal company communication networks, and it can be done within the individuals own time. 

Another means of consulting and engaging with internal customers is through the use of focus groups. Within TSUK, focus groups have recently been used between people professionals and leadership teams to discuss and debate the impact of recent business announcements and how to best structure the new organisation. Woodhams and Perkins (2022) explain the importance of ensuring that when using this method there must be suitable representation included in these discussions. 

Another means by which TSUK, and more specifically the Human Resource director along with the business CEO has been consulting with internal customers regarding the business decisions has been through regular email updates to ensure employees, contractors and trade union representatives are updated with any significant news. As part of this consultation area HR advisors have been holding local team meetings to engage with employees and discuss any concerns they may have and to offer additional support. The benefit of this has been that it has given customers the ability to voice any concerns and have that face-to-face communication with people professionals.
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