Name: Nia Davies
Student number: 8667054
Word count: 4812
4794


1. 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)

There are many types of organisational structures, the type of structure in a business will depend on lots of factors such as the size of the business, the needs of the business, the type of business (Taylor and Woodhams, 2022).
A divisional structure has a team of people who focus on a particular region or product(s). It could be described as each region or product(s) having silos of people and within that silo you have different job roles, be it marketing, sales, technical etc. This is predominantly seen in larger global companies. For example, The Walt Disney company operates a divisional structure as its product sells worldwide (Williams, 2024). As with all structures, there are advantages and disadvantages. One of the advantages of a divisional structure is that there is more accountability and transparency. Its easier to see which department is succeeding, and which isn’t. These structures can have greater knowledge of their localised region which will benefit them in knowing what the customer wants and be able to adapt to geographical changes. It can improve company culture by enabling senior managers interpret the organisations goals and strategies to align with the regional etiquette differences (Indeed, 2024). One of the disadvantages to a divisional structure is that it can cost more to operate (Joseph, 2019). Generally, there are more senior roles and more offices for example which create more overhead costs. A divisional structure may see some rivalry within the organisation, instead of being seen as one organisation, each segment may only see their segment as having any importance (Ellis, 2023). 
A matrix structure is when an employee has multiple reporting lines. This type of structure again has its advantages and disadvantages. For example, by having one person report to more than one person, it can offer shared resources and enhanced transparency. This type of organisation requires strong collaboration which in effect creates a stronger culture and improved performance. However similarly to the divisional structure, this can also create some disadvantages. By reporting to more than one line manager, this can become quite confusing for the individual. Its important to have clear goals and strategies to ensure all line mangers are relaying the same message (Organ, 2024). 

2. 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)

To define strategy is difficult, there are numerous definitions out there, but they all share a similar view. And that is that strategy focuses on the organisations goals and how they are going to be achieved (Horwath, 2020). We also see different types of strategy, and they are mainly emergent or planned. Emergent strategy is when the strategy must adapt and respond to present changes that may not have been foreseen (Stobierski, 2020). An example of this within my organisation is when we had to take on more staff and change shift patterns due to increased demand for animal feeds from our feed manufacturing site which is the main part of our business and what our strategy focus on and that’s meeting supplying local farmers with a competitively priced, quality feed. We had more tonnes of feed going out of the manufacturing site than employee capacity could cope with and therefore had to act quickly and get more staff in to meet customer demand. An example of this in my organisation is when COVID-19 hit, we had to change the way we worked to meet organisational goals and keep our staff safe. We did this by closing the branches and operating a phone and collect system. From a HR perspective, we were operating on fewer staff numbers than usual and had to work with department managers on how best manage workload and ensure the wellbeing of our staff was a priority. 
A planned strategy is based on planning strategies based on internal and external circumstances and basing assumptions on what may happen in the future (Zhexembayeva, 2024)2024). An example of this in my organisation is when we had to rethink our equine products line strategy due to feedback gained from customers through surveys and seeking feedback from external supplier reps about what we stocked. The result was that some of the product lines stocked were too high end and our customer base wanted something more affordable and therefore we took on a new supplier that had more a more basic range to meet the requirements of our customers.   For example, minimum wage increased significantly back in April 2024 which impacted our running costs, we knew before April a significant increase was due, and therefore from a HR perspective, we looked at where we could reduce costs. We have quite a generous company sickness pay benefit which unfortunately, is sometimes taken advantage of, the impact on the business is the extra cost of finding cover and the impact it has on our customers. For example, if a lorry driver is off, then the customer may not get their order on time. Therefore, we introduced return-to-work interviews following a sickness absence. This new policy has seen a significant reduction in the number of days lost. 
Whether we are looking at a planned or emergent strategy, both require us to consider the three core areas of strategy which are analysis, development and implementation. Strategy analysis requires us to look at internal and external influences that are going to affect what strategy we put in place. With regards to the equine products we stock, we considered external influences such as, what our competitors stocked. With regards to the new sickness policy, we would need to consider our internal wellbeing strategy for example. Strategy development uses tools and methods, for example a SWOT analysis, to distinguish areas that need to be considered, strategy is then developed based on what comes from these tools. And lastly, strategy implementation considers how the chosen strategy is going to be implemented and communicated to the rest of the organisation (Taylor and Woodhams, 2022). Again, with regards to the equine products stocked, we made sure all our retail staff had full training on all the new lines of products. So for example with the new sickness policy, we gave thorough training to all line managers in how they should manage this new procedure. 

3. 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)

There are many tools we can use to identify external factors that influence our organisation. A common tool is the PESTLE analysis which helps us identify Political, Economic, Sociological, Technological, Legal and Environmental matters to enable us to make evidence-based, strategic decisions (CIPD, 2024a). In my organisation, if we were to use this tool to help us look at external factors, one concern that would come to light is the Political aspect and in particular the changes in law regarding minimum wage that will take effect in April 2025. This sees the National Living Wage increase for over 21-year-olds by 6.7%, which will be £12.21 per hour (GOV, 2024). This will have a big impact on costs to the business and will force us to look at several factors, but in particular some areas of focus will be the amount of overtime worked and working out a strategy to reduce this. We will be looking at an overtime policy which states all overtime must be pre-authorised by the line manager and reasons for the overtime are communicated to HR. For our production team, we may also look at shift patterns. 
Interest rates is what you pay the bank for borrowing money, or what the bank pay you for saving money (Bank of England, no date). Interest rates can affect my organisation in numerous ways, for example, we have customers who pay monthly for products/ services received. Some customers build up quite a high number on their account, and can struggle to pay back what they owe, we then charge interest on what is owed to us, so when interest rates are high, this can put added pressure on the customer which then in turn affects us as it can take them longer to pay back. As an organisation, we don’t have any borrowings, but do have savings, so when interest rates are high, this means we are getting more money from our savings.
Inflation refers to the increase in cost of goods or services. In October 2024, inflation rates were at 2.3% (Peachey, 2024). Interest rates have many effects on our organisation. One of the biggest areas that it affects is our buying power, we purchase a high number or raw material feed from the UK and globally. High inflation affects the price of what we pay for the product which then affects our selling price, which then affects our customers. This means we can see a reduction in sales which then influences various other aspects of the business particularly our running costs. The weather can impact this significantly, poor weather means less product available, which means the purchase price increases. It’s therefore a priority of the business to have a team dedicated to the purchase of raw materials to ensure we are sourcing competitively priced product without compromising quality. 

4. 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 the automation of acquiring knowledge. AI collects, deciphers, and processes information the same way in which a human would. AI can impact the way in which we work in numerous ways. Initially, people often think of AI as replacing roles/ jobs, where in fact, it can increase jobs too (CIPD, 2024g). In my organisation, we are currently in the process of implementing a new HRIS system. The main reasons organisations implement a HRIS system are to release the administrative tasks, have all people information in one place and be able to access that information quicker, improve the quality of HR metrics and ultimately reduce operational costs (Armstrong, 2016). We hope the new system will aid us in improving our policies and processes and provide useful reports to be more strategic in our decision-making following evidence-based information. 
One way AI could support my organisation going forward is through the recruitment and selection process. As a small-medium sized business, the HR department consists of only two people therefore when it comes to recruitment, it can be quite a laborious task. AI could support this by creating detailed job descriptions and matching people with the necessary skills and qualifications advertised (Kelly, 2023). We have seen how this could work through Indeed where most of our job adverts go, there is a function on the advertisement section where inputting a few words can generate a job advert with a detailed job description. It then also brings up candidates within the specified area who match the advert. If my organisation were to implement this, it would save a lot of time for the HR department and enable us to look at more strategical goals of the organisation. Some of the advantages of using AI include more efficient workflows, being able to communicate to a wider audience with reduced resource, understand the behaviours or our internal and external customers. However, there are some disadvantages too, for example, it could increase mistakes made, it could increase cyberattacks and therefore having a robust firewall is important as well as training staff, and it also takes away the personal element which could be viewed as the organisation having a lack of empathy (Weitzman, 2023). 


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

There are many definitions of what organisational culture is, but in essence, organisational culture refers to the behaviour of employees influenced by the organisation’s values and beliefs (Watkins, 2013). The CIPD (2024b) states that people professionals play a key part in culture as it is their role to organise the workforce to enable employees to meet the organisation’s strategic vision. There are many theories and models of organisational culture but if we were to take the Charles Handy model as an example, his theory is that there are four main areas of culture. One type of culture that Handy describes is the ‘Power Culture’. This is where there is generally a flat structure where decisions are made mainly by one person or a small team which is often seen in small businesses, the line of authority is clear, however this can impact authority (Personnel Today, 2023). We then have the ‘Task Culture’; this is where a group of people come together to work on a particular task or project. The team’s success outweighs individual success, this culture is often seen in marketing companies where the team is working on a particular advertisement campaign for example (L&D Hero, 2023). We also have ‘Person Culture’; this is where a person works generally by themselves but may share an office space for example. Generally, in this type of culture, hierarchy is non-existent, and the person will focus predominantly on their own career. Examples of this include GP surgeries and law firms (HR Courses Online, 2024). And lastly, we have ‘Role Culture’; this is where people have a specific role that they do based on skills and qualifications, this is generally seen in larger organisations (Clayton, 2021). 
David Rock’s SCARF theory explains how the brain reacts to threat and reward and includes five elements in different settings. His theory suggests that as threats are decreased, and rewards are increased, a person’s want and need to learn also increases (CIPD, 2024c). The five elements include: Status; this refers to where people see themselves in the sense of how important they are. Certainty; this refers to the need people feel for transparency and accuracy, and the ability to foresee what lies ahead. Autonomy; this reflects choices and someone’s authority to make decisions which puts them in control. Relatedness; reflects our connection with other people and a sense of security. Fairness; signifies what somebody feels is fair and justified (Campbell et al, 2022).   

6. 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)

My organisation is an agricultural merchant which has been running for more than 120 years. It’s evident that employee development has a significant impact on culture and behaviour, the CIPD (2024e) states that by using organisational metrics and people analytics, we can identify gaps/ successes in the organisations learning and development strategy. We can do this through employee survey feedback for example. A report by Linkedlin in 2023, found that 93% of organisations were worried about employee retention and found that one of the best ways to keep staff, was to offer excellent learning and development packages (Linkedin, 2023). I have recently organised a training schedule for all line managers. The aim of the training is to empower our managers, ensure consistency throughout the organisation, improve communication, manage performance and have the confidence to tackle conflict. But ultimately, we hope by providing this training, our line managers will feel happier in their role, increase morale, collaboration, confidence which we hope will retain them. When done correctly, employee development will have a positive impact on organisation behaviour by increasing engagement. When employees feel the company is investing in them and giving them opportunities, they become more engaged, which again will increase loyalty and retention. Increased engagement means increased productivity and efficiency, which ultimately all organisations will strive for (CIPD, 2024f). Through providing our line managers with this training, not only do we hope this affects their behaviour in work, but also the team around them. By managing their team, this will give them confidence in their line manager which will affect their behaviour in work and increase their engagement (CIPD, 2017). Employee development also has a direct impact on company culture, the world around us is continuously changing, and as a business, we need to ensure we are keeping up with the pace! Therefore, by encouraging employee development, it creates a culture that adopts innovation and change. It is the people professional’s role to understand the competition and marketplace to be able to support with relevant employee development strategies. This will also support in championing a culture of continuous progression and improving existing and new policies and procedures (Indeed, 2024b). 
 

7. 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)

There are several methods and tools that can support us in managing change, one of these methods, is the Kotter’s eight step change model. As the name suggests, there are eight steps that you will need to climb to manage change effectively, and efficiently which requires strong leadership. The first three stages aim to build that picture of why change is happening. The next three stages include getting the employees to realise the benefits of the change and the final two stages is where the change happens and how it sticks (CIPD, 2023b). 
The first step is to create a sense of urgency; some people don’t like change and therefore if they don’t understand the need for the change, they won’t do it. In this scenario, managers and leaders will need to explain why a return to the office is necessary. Step 2 is to build; build a team of people that have the power to guide the change. One example of where HR would be involved, is by creating a clear hybrid working policy (Laig and Abocejo, 2021). Step 3 is form; this is the step where employees are told about the strategic reasons for the change and why it’s happening and how the organisation plans on achieving the change. So, for example, employees would need to understand the benefits of working in the office two days per week rather than at home, this would bring employees together forming a stronger relationship which will increase collaboration and productivity. Step 4 is enlist; communication is key at this stage and requires leaders to explain why, what and when the change will happen (Haas et al, 2020). Step 5 is enable; get the employees to think about their involvement in the change and their contribution to it. Leaders should also think about any obstacles that might stop this change from working to ensure a smooth transition. They should consider things like, is the office space adequate? Is there a rota that’s visible for everybody to see who is in the office and when for example (Brock, Peak, and Bunch, 2019). Step 6 is generate; highlight the benefits of the change. Step 7 is sustain; celebrate the success of the change and highlight the employees part in the success. In this example, managers could give employees data and how the change has been positive, for example if an employee survey was done and showed increased collaboration, they could feed this back to the employees. Step 8 is institute; ensure this new change is the new norm so that employees don’t revert to how things were done previously (EPM, 2021). So for example, from a people professional’s point of view, this may mean amending employee’s contracts so that it states they must work from the office two days per week. 


8. Using the Kubler-Ross change curve, discuss how change is experienced. (AC 2.4)

The Kubler-Ross change curve, founded by Elizabeth Kubler-Ross, is also known as the five stages of grief. Since the model has been introduced, it has been adapted to show the typical stages somebody goes through, be it in their personal life or in the workplace (Malone, 2018). The change curve explains how an individual will feel at each stage of a change. Not everybody will experience all the stages, and the pace in which an individual experiences change will also vary (Streelman, 2023). Understanding each stage will help people professionals guide employees through changes in the workplace. Some of these changes include, but are not limited to; environmental influences, legislation, technology advancements, market changes, improvements in policies and processes, expansion or to be competitive (Chavan and Bhattacharya, 2022).
The first stage is shock; employees will question why the change is happening. It’s vital that employees receive as much information as possible at this stage as to why the change is taking place (Tahir, 2019). During this stage, employees may ignore the fact the change is happening and not respond to any communication regarding the change, The second stage is denial; employees may not accept the change or pretend it’s not happening. Sometimes we can see an uplift in performance at this stage, as a way for employees to show the change isn’t needed. Next, we have frustration or anger, employees will fear the unknown. Its important managers are supportive at this stage. You may find employees are disgruntled at this stage and are always finding fault (Connelly, 2024). The fourth stage is depression, this is the lowest point of the curve where employees have typically accepted the change, moral and productivity may be low at this point, and employees may feel defeated (CIPD, 2023a). Stage five is experiment; this is when employees start to accept the change and start testing it. Employees may still feel slightly dubious at this stage but are beginning to accept the change. Stage 6 is decision; this is where people learn how to work with the new changes in place, productivity tends to increase at this point as they start to learn how the change impacts them and how they can adapt. Stage seven is integration; this is where the change is the new norm and is fully integrated within the organisation (SaviLeaders, 2018). Organisations at this point can look back at their experience and use this to help them make evidence-based decisions for any future changes that may be required (Indeed, 2024a). 

9. 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)

Wellbeing at work means encouraging employee’s physical and mental health through a range of areas that are not only related to work-related matters. It can mean supporting them through anything and everything that happens in the workplace such as their workload and hours, and it can also mean supporting them with home related issues such as home and marriages issues or any financial issues. Organisations can offer this through various approaches, some are obligatory as issued by government, whereas some are decided through the organisation, for example offering an employee assistance scheme (Leatherbarrow and Fletcher, 2019). Promoting a happy environment benefits both the employee and the organisation. By creating a happy environment, employees will feel more engaged and increase productivity and performance. Employees will also feel they have work-life balance, and it will create a more inclusive culture (CIPD, 2024h). Organisations can support wellbeing in several ways, one example of this is by offering free gym membership. Studies show that obesity is linked to illnesses such as cancer, and therefore maintaining a healthy lifestyle through exercise and eating well are encouraged. It’s therefore a good option for organisations to offer this, as they are encouraging employees to look after their health, which could ultimately help the organisation in reduced sickness absence (Torrington et al, 2020). 
According to the CIPD’s Good Work Index (2024i), good work plays a crucial role in employee wellbeing, and they define good work as work that is rewarded in a fair and honest way, allows people to make a living in a secure environment, gives people a sense of purpose in their role, ensures good work life balance, and is accessible to all to name a few. One-way employers can promote a healthy working environment to reduce stress is by offering flexible working, it’s the role of people professionals to put these policies and procedures in place and ensure all employees understand them and how line managers can support the employees. According to the CIPD’s Health and Wellbeing at Work survey report (2023), stress continues to be the main factor for absence with 76% of respondents saying there were stress-related illnesses in their organisation that previous year. Flexible working can reduce stress which benefits the employee which in turn, increases their productivity which then benefits the organisation. 

10. 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 six stages to the employee lifecycle which are attraction (this refers to finding the candidate and attracting to them to the brand), recruitment and selection, onboarding (this is where we introduce the new employee to the organisation), development, retention (this refers to how we maintain our staff), and separation (Waite et al, 2021). People practitioners are crucial in each stage. 
If we take recruitment and selection for example, this is where we look at the pool of candidates we have, interview and select the person we want for the role. People practitioners support this stage through several exercises. They can help define the role through job analysis, creating person specifications and job descriptions. They can also manage the appointments ensuring necessary checks such as right to work in the UK are completed and asking for references. Once the candidate has been chosen, people practitioners then support in completing all necessary documentation such as sending out offer letters, contracts etc (CIPD, 2023a).
At the development stage, this is where the organisation can support the employee to further develop their knowledge and skills. This has double sided benefits, it increases the employee’s moral, productivity and commitment which will then benefit the organisation by increased output, sales and ultimately staff retention (Bartram, 2024). People practitioners can support this stage by helping the manger and employee identify development needs and arrange relevant training that aligns with the organisation’s strategy. 
Separation can occur either when the employee decides to leave the organisation voluntarily, due to retirement, redundancy or dismissal in the main (Taylor and Woodhams, 2022). The reason for any of these decisions to end the employee lifecycle varies hugely, but the role for people practitioners for whatever reason, remains the same, and that is to support the separation process and gain data to support any future decision-making needs. If an employee decides to leave voluntarily, people practitioners can conduct exit interviews which gathers valuable insight as to why the employee is leaving and can identify areas where the organisation needs to improve on to increase employee satisfaction and retention (Forbes, 2020). If the separation occurs because of redundancy, people practitioners can support this by holding consultation and ensuring relevant communication is sent out. When it comes to dismissals, this can happen because of capability and performance issues for example, in this case, people practitioners ensure policies and procedures are always up to date and that line managers follow the correct procedure in handling these situations. This is important because if procedures are not followed, it could lead to legal claims against the organisation (HR-Inform, no date). 

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

Alignment between people practices and organisational strategy is key in ensuring the organisation meets its goals. Strategic alignment in HR, or vertical integration, means ensuring that all people practice policies and procedures, synchronise with the organisation’s overall mission statement and goals (Pilbeam and Corbridge, 2010). The ‘best fit’ approach highlights that HR strategies should be in harmony with the content, circumstances and type of organisation and can be seen in terms of vertical and horizontal integration. There are three different ‘best fit’ models which are: life cycle; this states that there are four stages to the development of an organisation which include start-up, growth, maturity and decline. Another model is the competitive strategy which aims to accomplish competitive advantage through innovation, quality and cost leadership. And the last model is strategic configuration which aims to be more effective when matched with a defined theory, for example the Mintzberg theory (Armstrong, 2011). 
If one of the organisation’s goals was to increase the quality of customer experience, the HR could look at a learning and development strategy. The vertical integration of this would include HR developing a policy that aligns with the organisation’s goals, this policy would cover things such as: how learning needs will be identified, how personal development plans will be implemented, how these will be monitored, what learning resources are available to name a few. The horizontal integration would include how HR then filters this policy out to employees. In a learning and development strategy, the line manager plays a key role. They themselves will require support in how to develop others, and it will be their responsibility to ensure the trainer in question, has everything they need, by following the learning and development policy (CIPD, 2024d). When considering the strategy, people professionals need to be aware of the challenges they may face. For example, when implementing a learning and development strategy, people professionals should consider resources available, the daily tasks still get done when an employee is out training, so do we have the right people to cover that role (Quigley, 2023).


12. 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)

The four-day working week is a movement that aims to reduce the total number of hours worked without affecting anybody’s pay. The aim is to go from working five days per week, to working just four days. Some of the challenges of a four-day working week include employees not being able to fulfil all their tasks, this way of working may not suit all employees, and where some tasks need an employee most of the time such as roles like security (CIPD, 2022).
Consultation involves the organisation talking to its employees about any changes that could have a direct impact on them. The aim is to find a solution that works for everybody. Sometimes, consultation is a legal requirement. Other times, consultation is best practice to ensure employees feel like their voice is being heard, it can also help with deciding on the outcome of a particular situation (CIPD, 2023d). In this scenario, HR will need to identify who they key stakeholders are, who is going to be impacted by this change the most, who has an interest in this change, and who can positively influence this change (Taylor and Woodhams, 2022). The consultation process can be direct or indirect. Direct consultation involves informal direct discussions with employees through survey questionnaires or more formal discussions through one-to-one interviews for example. Both methods of consultation would gain the organisation valuable information on exactly how the employee feels in regard to this change. Employees are generally more open in surveys as they, whereas one to one interviews are more personal and make the employee feel more engaged with the process (CIPD, 2024f). Indirect consultation involves discussions through representatives such as trade unions or creating a committee or people to discuss the change with (ACAS, no date). This type of consultation again could see employees being more open and transparent as they are not being directly questioned, however opinions can also be misinterpreted which then could affect the value of the feedback as it may not be totally accurate. Whichever route is decided on, both have the same aim and that is to gather valuable insight into the needs, concerns and expectations of everyone involved. 
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