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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)

The term structure in this context relates to how individuals within an organisation are formally organised into groups and structured into hierarchies, or not (Tingsager and Smith, 2022). Defining and constructing a structure is crucial for optimal organisational performance, otherwise organisations can slip into failure due to the impacts on working practice and culture (Tingsager and Smith, 2022). Structures are typically defined by whether they are hierarchical or non-hierarchical. Naturally, there are advantages and disadvantages to both, and the context where they’re most useful will depend on the type of organisation.

A divisional structure is typically found in larger organisations and they often adapt/restructure to this model as they expand, either in terms of products and services or geographically (Tingsager and Smith, 2022). Each division is focused on delivering specific products and services or on a particular geography, and has its own functions, such as their own HR and IT departments (Tingsager and Smith, 2022). 

This structure allows a certain level of autonomy per division, which can help ensure faster decision making and better accountability for performance. Processes can be tailor-made according to the division, ultimately allowing for specialisation and greater output (Taylor and Ciachir, 2022). However, problems can arise due to a lack of standardised policies and practices across the organisation, such as unrest between employees due to perceived unfairness (Cotton, 2017a). Additionally, divisional structures are typically a victim to disconnected employees, as it’s unclear where the dictation is coming from and there is a sense of ‘us’ and ‘them’ (Tingsager and Smith, 2022).

In contrast, a matrix structure is where two or more models of structures overlap, resulting in employees reporting to more than one line manager. For example, employees could report to a divisional manager as part of the hierarchical structure, alongside a project manager in relation to additional duties (Tingsager and Smith, 2022).

This model helps strengthen an organisation by making it more adaptable as it supports cross functional support and flexibility. Ultimately, this upskills the workforce and encourages a collaborative culture creating a dynamic and efficient working environment (Tingsager and Smith, 2022). Nevertheless, matrix structures can cause significant confusion and stress surrounding responsibilities, either due to conflicting guidance from managers or overwhelm of workload (Tingsager and Smith, 2022). If uncontrolled, employees can become inefficient which could lead to an increase of absenteeism linked to stress (Young, 2023).

It’s vital to recognise that all structures have disadvantages when not managed effectively. The role of HR as a function is to ensure these potentially risks are mitigated appropriately if and when needed.



















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)

Strategy has many definitions, however, the underlying idea is that strategy surrounds an organisation’s goals and how they will be achieved (Tingsager and Smith, 2022). 

Pembrokeshire County Council’s main strategy was finalised in 2023 and is entitled the ‘Future Workforce Plan’, with a goal to move from an evolutionary approach towards a strategic approach (Pembrokeshire County Council, 2023). In 2022, Pembrokeshire County Council were criticised by Audit Wales for a lack of clarity surrounding the vision for the workforce, employee engagement and fundamentally, a lack of strategy (Audit Wales, 2022). Evidently, the council took this into consideration when developing the FWP.

Since the Audit (2022) took place, a new Head of HR has been appointed strengthening the capacity at senior level. Additionally, the HR manager role was reevaluated and redesigned into a HR/OD Business Partner with a focus on implementing and influencing strategy. Better capacity has enabled a plethora of initiatives to be developed, including the ‘Smarter Working in Transition and Change’ (SWiTCH) programme. SWiTCH helps mitigate redundancies and fill vacancies by matching and developing talent. Through active redeployment and development support, the Council have been able to redeploy employees into a suitable role, for example on medical grounds, ultimately protecting their workforce (Pembrokeshire County Council, 2023).

A key focus of the FWP is to address workforce shortages. Local Government experiences complex change rapidly and has been impacted by various external factors such as the pandemic and Brexit. The Council has developed a six-step strategy to assess the current workforce and their skill requirements versus what the Council needs to fulfil services in the future. The gap is analysed, and a clear, measurable plan is designed to manage the transition (Pembrokeshire County Council, 2023).

Strategies and policies can be curated to close to perfection. However, they must be embedded and brought to life by management to reap the benefits (Taylor and Ciachir, 2022). The council have prioritised this through their Leadership Development Programme, with a goal to embed culture and ensure new standards are discussed and role modelled in all service areas. This is a recognised successful method within research (Kim and Yoon, 2015).

Pembrokeshire County Council have established several initiatives with employees at their core, including the SWiTCH programme and pathways for residents of all backgrounds into employment (Pembrokeshire County Council, 2023). Whilst there’s always room for improvement, Pembrokeshire County Council have evidenced a great effort into addressing concerns, which have proven successful thus far.




















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 skyrocketed in recent years, linked to unprecedented events such as the Pandemic. Higher interest rates have meant that debt repayments have been more expensive, leaving less money for other services. Ultimately, higher interest rates discourage the amount people spend, meaning that businesses can’t justify price increases. When the prices don’t increase, inflation can fall (Bank of England, 2025). Higher interest rates have impacted Pembrokeshire County Council, due to the associated higher cost with borrowing money needed for capital projects (Pembrokeshire County Council, 2025).

Inflation is correlated to interest rates and has been another critical concern for the authority. The Consumer Price Index (CPIH) is the most comprehensive measure of inflation, and this increased to 3.5% in December 2024 (ONS, 2025). Whilst this figure is half of the 9.6% peak in October 2022, inflation is still a pressing factor for the authority. Furthermore, the Council are facing a budget deficit of £34.1 million, a large portion directly impacted by inflation costs (Pembrokeshire County Council, 2025).

Inflation is a double-edged sword, it directly impacts residents and employees through the increased cost of living, whilst also impacting the organisation forcing key services to suffer (Pembrokeshire County Council, 2025). Inflation fluctuates linked to economic shocks and unsurprisingly, the lasting effects of these shocks are still being felt by Pembrokeshire County Council.

The labour shortage is massively impacting the authority, resulting in huge expenditure on agency staff (Pembrokeshire County Council, 2023). Within the public sector, wages are difficult to make competitive, therefore other initiatives are relied on (Boys, 2024). 42% of public sector organisations still have hard to fill vacancies, particularly in areas such as Education and Social Care, relevant Pembrokeshire County Council (Cockett, 2024). However, public sector employment confidence has returned to positive (Cockett, 2024). This doesn’t appear to feel relevant to Pembrokeshire County Council yet, as initiatives such as ‘golden hello payments’ are being exhausted, although it’s promising for the near future.

Whilst all three factors are of great importance, inflation is the most pressing factor for the Council currently. As a public organisation, Pembrokeshire County Council’s customers are both residents and employees. Increasing council tax is one of the few feasible options for the Council to reduce their funding gap (Pembrokeshire County Council, 2025). This is an extremely sensitive topic for residents, given the personal impacts of inflation and the cost-of-living crisis. Interest rates are impacted due to inflation, therefore with inflation lessening, interest rates will follow. Whilst shortage of labour is currently causing a huge cost, figures imply that we are heading in a more positive direction (Cockett, 2024).






















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)

Artificial Intelligence (AI) has grown exponentially in recent years. Naturally, concern has been raised by researchers surrounding the involvement of AI in the HR profession. There are concerns surrounding security and employees are uncomfortable at the idea of AI being involved in performance management (Brione and Day, 2023). The integrity of HR as a function has been a battle for professionals and the introduction of AI is believed to put this in jeopardy (Mohdzaini, 2022a).

From research, it seems that utilisation in organisations varies. IBM, use AI largely within their HR function and have found great success in better productivity, engagement and retention (Guenole and Feinzig, 2018). However, majority of organisations have explored it through ‘safer’ means such as recruitment processes assisting with job descriptions and person specifications (Brione and Day, 2023).

Pembrokeshire County Council’s use of AI in the HR department is relatively minimal in the context of employee services and relations. Like most research, Learning and Development and Recruitment are the areas that use AI more frequently (Brione and Day, 2023). AI is used to help generate engaging learning material for online courses or videos. Additionally, it’s used to help generate engaging job adverts with visuals for use on various platforms. Recruitment also offers the use of AI to help assist managers with bodies of text, such as job descriptions or adverts.

IBM view AI positively as an accelerator and have framed AI in such a way that autonomy is empowered and not replaced (Guenole and Feinzig, 2018). Outside of safer, transactional processes, there is evidence to suggest that it works in organisations for performance appraisals (Mohdzaini, 2022b; Chukwuka and Dibie, 2024).

The UK Government are taking the steps to creating a framework surrounding AI, advocating for a context-specific approach (Brione and Day, 2023). ‘People Matter’ is a key part of the professional standards, therefore treating people fairly is crucial. Therefore, HR professionals should ensure that where AI is used, that it’s human-centred and transparent (CIPD, n.d.)

Some researchers do not believe that AI can mitigate the input of HR skills whilst others believe it can soon replace HR professionals being ‘mistake free’ and ‘speedy’ (Rana, 2019). Whilst the trust and suitability of AI is varied, most research can agree that AI should be implemented as a tool to support the function, not replace it (Rana, 2019; Chukwuka and Dibie, 2024). With the hope to automate some services, AI could be easily integrated to some of these functions within Pembrokeshire County Council at a relatively low risk, such as 24/7 employee support to common queries (Guenole and Feinzig, 2018).



















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

Charles Handy was a famous philosopher specialising in organisational culture. Handy developed a model in 1995, based on an analogy between Greek Gods and different types of management (Handy, 1995). Handy’s goal was to emphasise that management is a creative and political process, therefore one size does not fit all.

Cultural confusion can be detrimental to an organisation, therefore awareness of which ‘God’ an organisation likens to helps them to understand what cultural choices are available or suitable for adaptation.

The four types are: Power, Role, Task and People. Power culture is typical within an organisation that is centralised and has a top-down power influence. This culture is fast paced and focused on results (Handy, 1995). Role culture is bureaucratic with narrowly defined roles and strict procedures. Predictability and stability are used to help employees understand their role, therefore it’s only efficient when circumstances are predictable (Handy, 1995).

Task culture judges organisational success based on performance, either through results or solved problems. This culture is flexible and adaptable and relies on drawing resources from every part of the organisation to solve a problem (Handy, 1995). Lastly, people culture exists for the individual, rather than the individual being a subordinate to the organisation (Handy, 1995).

Dr David Rock is a neuroscientist specialising on leadership. In 2008, Rock developed the acronym ‘SCARF’ which is a psychological theory to motivation (Rock, 2009). The impacts of neural responses both positive and negative are evident within organisations. 

‘SCARF’ relates to five qualities that enable employees/executives alike to minimise the threat response and enable the reward response. Status refers to the feeling of comparison, Rock (2009) recognises that perception of status can be enhanced more effectively through praise or recognition of skills rather than seniority. Certainty is yearned for by people due to the uncomfortableness of uncertainty, which can ultimately undercut performance and trust. Transparency is the foundation on which perception of certainty rests (Rock, 2009). 

Being micromanaged triggers a threat response, therefore Autonomy is of great importance. Rock (2009) found that the perception of autonomy is what matters rather than the actual level of autonomy or decision-making given. Feeling different is associated with uncomfortableness, therefore Relatedness is the fourth quality in Rock’s theory. Relatedness requires time and repeated exposure to acquire trust (Rock, 2009).

The last and possibly most profound quality is Fairness. The cognitive need is so strong, and it’s perceived in relative terms. Fairness is considered key in the psychological contract, therefore if this is perceived to be breached, trust is broken, and hostility prevails (Rock, 2009).

Rock’s ‘SCARF’ model (2009) helps bring a conscious awareness to leaders and builds a better understanding of the state of engagement of employees, helping organisations operate optimally.















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)

· Employee Development
· Can be a double edged sword – low retention = employee’s don’t develop enough. High cost, doesn’t give people chance to see real life evidence of growth within the organisation.
· High retention low turnover = employees that have been there for years, can cause toxicity. Resistance to change, been there for years therefore seen everything before, not willing to try new ideas. Bad apple rotten barrel. Can demotivate new comers.
· Large organisation can be harder to manage PCC LA, so many different areas therefore a blanket approach doesn’t necessarily work or fit for all areas. E.g. refuse need different assistance to finance.
· Development/CPD opportunities need to be managed well and carefully. Ensure fair processes/opportunities to allow all to be involved. Can be secretive at times, things not open to everybody, hear through the grapevine. Employees should not have to seek their own CPD opportunities and present them to their line manager. To an extent, employees can seek their own opportunities and present them, but employees should be clear on what’s available
· PCC have a Microsoft teams chat with everyone within HR (including L&D, Occ Health)  CPD opportunities constantly posted in there, courses.
· Actual opportunities to shadow roles, assist in additional meetings/duties to gain exposure and experience is where it massively lacks.
· Funded training not available often, if it is usually limited number of individuals - targeted training with can help benefit roles, e.g. mediation, only a few in the dept trained and confident to deliver. Service requirements, not able to train and pass skills on effectively.
· Wilkinson and Taylor, 2022  psychological contract
· Kloot and Martin!
· Valuable, talented employees will not generate value unless they’re in a supportive environment with a good working relationship with manager (peters, 2024)






























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)
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Figure 1 - Kotter's model of eight steps to accelerate change (Kotter, 2025)
Kotter developed his eight steps to change model in 1966 to build on existing research to change management (Taylor, 2022). Figure 1 depicts the updated eight steps to accelerating change (Kotter, 2025).

Firstly, a sense of urgency should be created. This is the opportunity to inspire, build momentum and exhibit passion and purpose for the change (Kotter, 2025). In this context, moving to hybrid working allows colleagues to work face-to-face, which is associated with huge advantages such as easier communication and collaboration. The angle in which this stage is approached will be vital in shaping the following stages (Kotter, 2025).

A guiding coalition should be created of committed people with the ability and willingness to work across hierarchy. Diversity is crucial at this stage, ensuring employees from a variety of roles are included. This helps achieve a greater understanding but also helps implementation (Kotter, 2025).  Next, the vision needs to be created. This needs to be communicable, flexible and imaginable (Kotter, 2025). In this context, it’s crucial for the organisation to be clear on their definition of hybrid-working to ensure transparency and manage expectations (Dale, 2021).

Enlisting more volunteers is the next step, individually they must want to contribute, but collectively they need to be unified to achieve the end goal (Kotter, 2025). Reason and motivation are central to this stage, reiterating the sense of purpose. Next, barriers must be removed. The organisation needs to be objective at this stage and criticise why other changes may have been unsuccessful. Mitigation against common barriers should be sought, such as complacency (Kotter, 2025). Managers need to be aware of the challenges associated with hybrid working, whilst policies need to be reviewed to ensure they align with working arrangements (Dale, 2021).

Next, progress should be tracked continually and small wins that are tangible and meaningful should be celebrated (Kotter, 2025). For example, design of office space, amenities that will be available, initiatives available for office days. Penultimately, acceleration needs to be sustained. It’s easy to lose sight of the end goal at this stage due to focusing on other aspects. Urgency needs to be revisited to ensure that credibility is achieved (Kotter, 2025).

The last step is instituting the change, ensuring it’s anchored and communicated effectively. In this context, management and HR should be tangible in the office to role-model and available for support if needed. Initiatives such as a wellness walk at lunch should be prioritised to ensure proper integration (Dale, 2021).
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AI-generated content may be incorrect.]Using the Kubler-Ross change curve, discuss how change is experienced. (AC 2.4)

Figure 2 - Kubler-Ross Change Curve (Kubler-Ross Foundation, 2024)

Change is recognised to be a bruising experience for some people. Therefore, organisations may find it beneficial to be aware of how people cope psychologically using the Kubler-Ross framework (Taylor, 2022). Kubler-Ross was a psychologist that introduced the five stages of death/grief model in 1969: Denial, Anger, Bargaining, Depression and Acceptance. This model has since developed into seven stages, as depicted in Figure 2 (Kubler-Ross Foundation, 2024).

Kubler-Ross emphasised throughout her work that although the model is often depicted as linear for clarity, the stages are not experienced in a fixed order for a fixed period, nor do all people experience every stage (Kubler-Ross Foundation, 2024).

The first stage is shock, where people often experience disbelief and numbness. During this stage people may be disoriented and unable to grasp the concept of the change. Denial occurs typically after shock, where people’s defensive mechanism is triggered to avoid anxiety and protect their ego (Chavan and Bhattacharya, 2022). Frustration occurs when the feelings of numbness dissipate, resulting in a better understanding of the change and its disruption. This causes feelings of anger and the likelihood of challenge, which is an opportunity to help someone navigate the change emotionally (Kubler-Ross Foundation, 2024).

Energy plummets after realisation that the change is happening, and the Depression stage begins. This stage is often reoccurring and can coexist alongside other stages. The feelings of sadness and emotional struggle fluctuate and can present themselves at certain trigger points before the change is considered integrated (Kubler-Ross Foundation, 2024).

During the Experimentation stage, people begin to try methods of understanding or coping with the change. This stage is the opportunity for managers to be delicate yet proactive as attitudes can be reformed at this stage (Kubler-Ross Foundation, 2024). Decision is the next stage, characterised by definitive processes being made and commitment to new ways of thinking and adaptability. Finally, integration represents where the change has become a reality. The new circumstances are accepted, and stability is achieved. Despite being the final stage, any of the previous stages can present themselves at this time during the period of adjustment (Kubler-Ross Foundation, 2024).  

Approaching change mindfully will help increase the probability of success, therefore managers should be cautious that this model is fundamentally based on grief/loss, portraying change as threatening rather than beneficial or positive (Roberts and Tracey, 2024) Crucially, managers need to follow emotional intelligence and common sense when implementing change. 







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)

· Assess importance of wellbeing at work
· Times have changed, mental health is now recognised as just as important as physical health. Awareness is massive, problems are less of a taboo now than ever, encouraged more people to talk and not to struggle in silence. 
· Evident how much external circumstances can impact work OR how work can exacerbate existing issues. Looking after staff crucial and being aware of how the environment can be improved.
· Wellbeing is crucial, recognising wellbeing as high importance will improve organisational performance (reference)  less absenteeism, greater morale, honesty and integrity from bottom to top. Sense of value. Higher retention, more attractive to work for  increased intrinsic motivation, greater performance – profitability, sales etc.
· Implementing a wellbeing strategy shouldn’t be overwhelming, should be greater legislation or at the very least government guidance/support on why it’s important, how to structure a strategy etc. Will look very different between a small organisation and a bigger organisation.
· Assess how good work could impact wellbeing
· Pressures could effect?








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)

There are several ways for an organisation to measure how an organisation interacts with its employees, but one of the most common methods is to assess the ‘Employee Lifecycle’ (Smith and Mitchell, 2022).

Understanding this cycle is crucial for HR professionals as it provides insight into metrics such as employee engagement and development. Many models exist, however the most recognised is a seven-step model: Attraction, Recruitment, Selection, Onboarding, Development, Retention and Separation. All stages of the cycle are interconnected and highlight that every employee is on a journey with the organisation (Smith and Mitchell, 2022)

Recruitment is an integral stage at the beginning of the cycle. This stage runs from workforce planning through to approval, advertising up until candidates are available to be reviewed (Smith and Mitchell, 2022). Good recruitment is crucial, especially in the current climate (CIPD, 2024). HR involvement within the recruitment stage ensures that processes are appropriately designed (CIPD, 2024). Also, HR can assist in evaluating the job role, curating the job description and person specification. This is usually a collaborative process between HR and the recruiting manager, however HR offer insight that the recruiting manager may not consider such as inclusive language and transparency, which relates to the psychological contract at later stages (Smith and Mitchell, 2022).

The development stage relates to the opportunity of professional growth for an employee (Smith and Mitchell, 2022). Development drives business performance, it increases intrinsic and extrinsic motivation and increases retention by upskilling existing staff either laterally or vertically (Young, 2024a). A key reason for employee’s leaving an organisation is lack of development opportunity, therefore robust performance management practices need to be designed and integrated by HR to ensure employee’s goals and desires are listened to and met when possible (Garton, 2017). Whilst HR are fundamental to the creation and sustenance of performance management and development, it must be embedded by managers to be fruitful (Peters, 2024).

Separation is the final stage of the lifecycle. This stage relates to employees leaving the organisation through voluntary and involuntary means (Smith and Mitchell, 2022). Arguably, this is the most important stage as understanding attrition can help improve attraction and retention (Smith and Mitchell, 2022). It’s vital to establish whether employees are leaving due to push (lack of opportunity or poor management) or pull (attractive salary/perks) factors (Suff, 2017).

Ultimately, all stages should be reviewed regularly, however focusing on recruitment, development and separation provides greater insights on whether the organisation is performing effectively (Smith and Mitchell, 2022).



















Analyse how people practice supports organisational strategy through vertical integration and how people practice supports wider people strategies through horizontal integration. (AC 3.2)

Strategy is usually analysed, developed and implemented by the senior leaders of an organisation. HR are usually represented on this panel and can contribute directly or indirectly (Tingsager and Smith, 2022). HR involvement is necessary to ensure compliance and other key drivers for performance are considered (Peters, 2024).

The framework which connects HR strategy to organisational strategy is called ‘Strategic Human Resource Management’, better known as SHRM (Tingsager and Smith, 2022). This allows for understanding and measuring the value of the workforce and how this converts into organisational value, an instrumental insight to organisational success (Peters, 2024).

Vertical integration ensures that HR initiatives support the strategic goals of the organisation. Therefore, HR practices and policies should be designed with the leaderships goals in mind (Tingsager and Smith, 2022). For example, if global market expansion is an organisational goal, HR practices should be built to support this. This could be achieved through upskilling existing managers on international markets or hiring staff with specific expertise that would be a culturally good fit (Webster, 2023).

Conversely, horizontal integration ensures that HR practices and policies are aligned across different departments within the organisation to ensure consistency, and support a wider strategy (Tingsager and Smith, 2022). Opposed to vertical integration, horizontal integration focuses on supporting the broader objects of the organisation. As a result, practices from recruitment through to development should work harmoniously, allowing for consistency and a perception of fairness. In turn, this should optimise organisational performance through better employee engagement (Peters, 2024).

Effective implementation is the hardest element of SHRM. Vertical integration is evident in larger organisations such as Google and is clearly successful (Webster, 2024). However, an organisation like Google can mitigate and cope with resistance and issues far better than a smaller organisation. Vertical integration is likely to cause greater issues as the HR policies are moulded to accelerate the organisational goals. For example, Amazon have continually upset employees through their strategies (Ovide, 2021). Horizontal integration often results in better engagement and performance, due to cohesion across the organisation, satisfying ‘SCARF’ qualities (Rock, 2009). However, horizontal integration is reliant on practices and policies being embedded and adhered to without exception, which is difficult to manage (Peters, 2024).

The premise of SHRM is that everything will perform well if HR strategies are aligned with the business strategy. However, alignment isn’t easy. Even with proficient planning, contextual challenges often arise which means plans cannot always be adhered to (Armstrong and Brown, 2019). 





















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)

· How can/should HR approach this proposition. How is best to manage this consultation process?
· Informal discussions etc, why do they want to introduce a 4-day week? Is it off the back of a survey etc.
· Have they put this to managers/employees already? Informally ask for anonymous opinions first, gauge any concerns. Regular meetings updates, specific contact per team/department for people to speak to as a representative to ask questions.
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