
5CO01 Organisational Performance and Culture in Practice 

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)

A successful organisation is largely influenced by its design and structure and as Bosley (2023) stated ‘HR’s ability to influence the activities and shape the outcomes is a key element of being an effective practitioner’. 

There are 6 well defined and recognised organisational structures -Divisional, Hierarchical, Line, Flat, Tall & Functional. 

Admiral Group Plc operates using a Divisional Structure whilst the ‘Firm’, known as the Royal Family, is organised in a Hierarchical Structure. With King Charles at the head; the structures allows for a successful reign as it allowed Queen Elizabeth to do during her years as head of the family (The Royal Family, 2019). 

The table below outlines the main advantages and disadvantaged of using these structures to operate. 

	Name
	Type of structure 
	Description 
	Advantages
	Disadvantages 

	Divisional Structure 
	Centralised 
	This structure allows for the business to give autonomy to its separate entities, with its own 'chief' heading up the realm. 
	* autonomy and flexibility to operate     * It can make adapting to customer's needs more quickly         *There is room for bespoke innovation and driving an unique culture
	* can result in poor communication and lack of collaboration between the different business areas       *Can encourage internal competition                 * Duplication of resource 

	Hierarchical Structure 
	Centralised 
	This structure is well known, is often called a line organisation and is when the chain of command runs from the top. 
	* It clearly defines the chain of power for employees / family members                  * It demonstrates the company’s promotional opportunity and ladders, promoting good work                   * Due to its transparency, it cultivates strong relationships 
	* Bureaucratic challenges could cause delays                * It can cause employees to feel disempowered            * It may cause employees to prioritise their own areas 




CIPD states “the process and outcome of shaping an organisational structure to align it with the business purpose and context in which it exists.” (CIPD, 2022). There are also other reasons that underpins the structure of all organisations, regulatory requirements, statutory requirements. Different structures allow for accountability for example. 

Admiral Group is heavily regulated by the Financial Conduct Authority and by structuring in a Divisional way, it can satisfy its regulatory requirements whilst also allowing autonomy to the various areas of the business to implement and fulfil their strategy, providing a service to customers and shareholders alike. 

Clear roles and chain of command or levels of importance is vital for a successful Royal Family. This underpins the reason for the Hierarchical structure in which the ‘Firm’ works within. 

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)

Developing and implementing a strategy is one of the key actions that an organisation can take in order to adapt to the opportunities and challenges that they face (Taylor, 2022). Admiral ‘s strategy includes being the best UK insurer, by being best for customer on price and service, best for colleagues (people who like what they do, do it better), diversification and evolution. 

An example of a connection between Admiral’s strategy and its products is the multi product insurance they offer. Admiral’s mission includes helping people ‘protect what’s important to them and enable their dreams, so they can create a better tomorrow (Admiral Group Plc, 2022) therefore offering an opportunity to house multiple insurance products under one policy, with an additional loyalty discount can work for both the customer and the organisation. To deliver this multi-product policy, Admiral colleagues need to be upskilled to serve the customer and deliver on its strategy of always putting the customer at the heart of what they do. 

Of course, whilst many customers enjoy the easy of having multi products under one policy and the cost saving that it often delivers, some customers disagree with the approach and may feel pressurised to move other policies over to Admiral. Admiral needs to be aware of these reservations and act sensitively when dealing with customers. If the upselling of this multi-product policy goes wrong, it can lead to customers leaving the business, voicing negative feedback, and sharing their experiences with other which could lead to reputational damage to the brand and a loss in profits. 

Admiral’s strategic objectives also include diversification and there are regular working groups looking at new products. This work will include researching the market, listening to customers, addressing feedback from customers, speaking to SMEs and colleagues alike to determine next steps. In a test and learn culture, there are positives when it goes well to both organisation employees and customers but also risks if the work does not mature as expected with potential loss of faith, motivation, and investment. 

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)

By using a PESTLE analysis, businesses can identify external factors that can affect the organisations.  Such tools ‘can guide people professionals and senior managers in strategic decision-making’ (CIPD, 2023).


	Factor Type
	Factor Details 
	Impact 
	How long do they impact
	Priority 

	Political 
	Brexit delays 
	Importing car parts to the UK has been complicated and delayed by Brexit. Admiral's network of garages may struggle to locate the parts needed to repair customers vehicles or find the cost of sourcing parts increasing. This causes delays to customers and an increased cost to the business in replacement cars and complaint resolutions etc. 
	Brexit has wrecked the car industry (Inman, 2023) and is likely to have a long-term impact on businesses like Admiral. 
	Admiral can restructure and explore how a new garage network can reduce costs and provide more control to Admiral in sourcing parts. Bulk buying common car parts could also be an option to limit the effect of the identified factor. 

	Economical
	Inflation 
	During the claims process, the cost of inflation has a massive effect on the overall claims cost which in return, affects company profits. 
	This factor is very much outside of Admiral's control and is likely to have a long-term effect on profits and customer service due to rising costs being passed onto customer's premiums. 
	Admiral's priority must be to accurately price policies taking inflation into account. Decisions must be made as to whether growth is the right approach and exploring where savings can be made. 

	Social 
	People Pressures to increase salaries 
	When colleagues feel that they are being underpaid, it can lead to disengagement, lack of productivity and general unrest amongst the business. This can also lead to an increase in sickness absence and attrition which has a financial implication for the business.
	The pressure to increase salaries is a common trend that happens periodically in most businesses. Whilst the noise might be short lived, it is often a long-term trend. 
	People practices such as accurate benchmarking of roles and communicating clearly to colleagues must be done to control the people pressures. Admiral can also explore internal development schemes and apprentice schemes to promote internal growth and development along with controlling salary spend.



Whilst on initial glance, the factors identified are largely negative for Admiral, it does offer an opportunity to explore and test new approaches such as a condensed garage supplier scheme and apprentice schemes which are positive steps for the business. 

4. When setting out its view on automation, AI and technology, the CIPD states, ‘Automation, artificial intelligence (AI) and other workplace technologies are bringing major changes to work and employment.’  Assess the scale of technology within organisations and how it impacts work. (AC 1.4)

It could be said that technology has not only transformed how organisations conduct their business but the general world around us. 

One area of all businesses that has been transformed by technology is communication. ‘Communication is the key to coordination, and faster communication is the key to making the business run at its maximum potential (Raval, 2022). Internal communication has benefited from various new, accessible, and faster platform in recent years, making the traditional ‘Office’ and ‘Headquarters’ where business was held, redundant, in many ways. Platforms such as MS Teams and Zoom are integral now to how business is conducted. The ability to communicate affectively and conduct business using technology also allows organisations to fish from a larger talent pool of candidates and arguably retain staff as existing colleagues feel included and informed.  ‘Effective communication is a critical factor in fostering a positive work environment’ (www.linkedin.com, n.d.). 

For the customer, enhanced technology such as chatbots and online chats mean that they can access services in ways that may suit them and at all times of the day. Most tech savvy customers expect a digital offering. Online functionality outside of the call centre hours means a better service for customers and better working patterns for staff. There are of course potential concerns or issues with technology, for example automation resulting in loss of skillset and potential redundancies for colleagues. Technology is also robotic and could cause detriment to vulnerable customers who may not understand the service content or technology itself.  Businesses have a responsibility to ensure customers are receiving the best possible service at all times, therefore checking the technology’s performance is necessary to avoid negative impacts such as reputational damage. 

In CIPD’s Workplace Technology: Employee Experience report, it concluded that often, employees regarded technology in a negative way which included (but was not limited to) a difficulty in switching off from new devices, the inability and lack of training in using new technology and a concern that workplace surveillance was happening or was due to happen (CIPD, 2020). Such concerns would undoubtedly affect morale, performance and trust in a business from its colleagues. 

In summary, there positive implications to advancements in technology such as efficiencies which can lead to a strategic advantage in business, however, a robust change management and communication approach of such changes should be designed and delivered to avoid negative repercussions.   

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

The culture model that Edgar Schein designed is valuable in understanding the layers of culture within an organisation to influence and shape the culture and drive strategic objectives. Schein broke his model down into 3 areas. 
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Diagram (Millerd, 2019). 

Schein considered Artifacts as the visible symbols of the culture. This included the office space the organisation commandeered to the dress code that was encouraged and often enforced. Values are the publicly declared and recognised goals or mission statements whilst basic assumptions are the beliefs that are held by people and often the biggest indicator or driver of the real-life culture. 

Schein felt that culture was found in groups; ‘Culture is a result of the behaviour of individuals and not the other way around. There is no culture unless a group “owns” it. (Millerd, 2019). Schein’s research also looked at how a company’s culture solidified and concluded that culture went through three stages, he also concluded that culture could not evolve and mature without the stages of learning and the associated anxiety that came with this. Shein proposed that organisational culture develops very slowly and is passed on or actively taught to people who join an organisation ‘as the correct way to perceive, think, and feel’. (Young, 2019)

One theory that examines human behaviour is the Drama Triangle, which was first described by Stephen Karpman in the 1960s. The triangle involves 3 dysfunctional roles with each role representing an inefficient response to conflict. 
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Diagram (Leadershiptribe, 2023)

The victim role is simply the helpless person who feels at the mercy of others and unable to help themselves. The persecutor is the antagonist or the critical one and the rescuer is someone who despite best intentions, are potentially making the situation worse by offering short term solutions as opposed to stepping back and looking at a longer-term solution. 

There are many ways to escape the drama triangle’s clutches but first there must be a period of self-reflection and genuine self-awareness.  By understanding how each role has been allocated and delivered, steps can be taken to change and get support. 

A new model called The Empowerment Dynamics (TED) was created by Womeldorff which pivots the Drama Triangle into more positive roles. 
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Diagram (Leadershiptribe, 2023)

With these relabelled roles, it can help to change mindsets and frames the theory in a more positive way whilst still empowering the person to understand and challenge their roles. 



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)

(Satyendra, 2020) explains organisational culture well, stating that it evolves from ‘social practices of the organisational employees, and hence, it is a socially created reality which exists in the heads and minds of the employees as well as in the formal rules, policies, and procedures of organisational structures’. 

The people practices at Admiral are all designed to enhance the culture that’s been built. Admiral’s culture is a powerful element which not only dictates work enjoyment but also the organisation’s reputation as a great place to work. 

How people communicate within an organisation is important to culture and behaviour. If employees can communicate openly with one another, it creates a culture of honesty and mutual trust. This can boost morale and create a safe space to work. Admiral’s communication strategy is intent on being able to reach all colleagues in several ways, using technology available to make all employees feel informed. If the communication approach was less inclusive, it would result in a culture where colleagues felt ill informed and valued which would affect morale, productivity, well-being, and profits. 

Our wellbeing team at Admiral abide by the approach of Engage, Educate & Empower; ensuring that a holistic wellbeing strategy is implemented where employees can self-serve where possible, taking advantage of multiple wellbeing provisions. The culture of information being accessible is true to this people practice too with many ways of accessing wellbeing initiatives. Failure to do this could result in a rise in sickness absence as the wellbeing of colleagues declined. 

The way people policies are written and delivered can also impact our culture and behaviour in Admiral. The language and tone of policies must be inclusive and easy to understand. Policies must also be relevant and current. Colleagues can influence policies by providing feedback in surveys and speaking to the people function about them. Listening to colleagues is part of Admiral’s culture and every possible opportunity is given to colleagues to voice their opinions e.g. surveys, tea parties, anonymous forums etc. Failure to be transparent and constantly review people policies could lead to disruption and lack of engagement.


7. Peter Cheese, current CEO of CIPD asserts, ‘People professionals are a vital function in supporting businesses to adapt to rapidly changing circumstances’. Explain two different models or theories to managing change. (AC 2.3)

There are many models to support the management of change which provides people practitioners with a framework to deliver and manage change in their organisations with a view of limiting any disruption to the employee and organisation. 

1. Lewin 3 step model (1973) set out 3 stages.
-The Unfreeze- an initial stage of identifying the need for change and understanding the benefits of making the change before starting the engagement and communication with those affected. 
-The Move stage- this stage is all about the action and involving everyone 
-The Refreeze stage – making the change permanent and establishing it as business as usual. This stage is important to ensure that people don’t revert to old ways. 

This change model has been criticised as being too simplistic. It is also considered to be a top down, management driven approach to change which focuses on delivery of outcomes, with little consideration of the people involved. (Roberts, 2023). 
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Diagram (Malik 2022)


2. Kotter’s 8 stage model- this model has many more steps that Lewin’s model and was introduced in 1996. 
Step 1- create urgency- Kotter suggested that for the change to be successful, 75% of the company had to believe it was necessary (Mindtools, 2022). This step is therefore very important! 
Step 2- Form a powerful coalition- there coalition needs to drive the change and continue the sense or urgency.  
Step 3- Create a clear and detailed vision – understand what needs to be done and how to execute the change. 
Step 4- Communicate the vision clearly to all employees. 
Step 5- Remove obstacles- this may mean amending processes and structures. 
Step 6- Identify and celebrate quick wins – this ensures that people are engaged. Reward people who are driving the change if possible. 
Step 7- Build on the change. Kotter summarised that change ‘ran deep’ – never celebrate too early (Mindtools, 2022)
Step 8 – Anchor the change. Celebrate and repeat the stories keeping the change and its success in the forefront of people’s minds. 

Roberts, 2023 explains that Kotter’s model is easy to understand and can support with avoiding common mistakes. It is however, similarly to Lewin’s model, largely regarded as a ‘top down’ approach to driving change as very little interest is taken in employee views and feedback throughout the stages. 






8. A variety of models have been developed to explain how change is experienced. Discuss one model that explains how change is experienced. (AC 2.4)

As Greek Philosopher Heraclitus stated, ‘change is the only constant’ (Mind Tools, 2022). The ability to manage change effectively in an organisation is important. Change can often be perceived as negative for staff and if managed incorrectly, can become a double-edged sword, leading to a loss of productivity and poor performance from employees’ (Stobierski, 2020). 

The Change Curve is a model which depicts the different phases most people go through when a change occurs, giving an insight into the ranges of responses that could happen, allowing people practitioners the opportunity to plan support and manage the different phases for their colleagues. The biggest advantage to this model is that its relatable. However, its unpredictable as every individual’s change journey and responses are unique to them and therefore unpredictable. 

The diagram below shows the 4 stages. (Mind Tools, 2022). 

[image: ]

The four stages are
1. Shock / Denial - the initial response is instinctive and leaves people worried and depleted. Communication is paramount in this stage. People should have enough information to feed their questions but not too much as to overwhelm them. 
2. Anger / Fear (often referred to as Danger Zone) (Mind Tools, 2022). - people may start to act negatively and resist or protest against the change. There may be people who wrongly fear the consequences of the change and other who correctly identify the threats to the status quo. This is a difficult stage and for some, can last a long time. Failure by the organisation to manage this stage and the individuals in it, can lead to chaos and disruption. 
3. Acceptance- This stage is identified as people focusing on the ‘new way’ and start to accept the change, focusing less on the ‘old way’ and what might be lost / changed. 
4. Commitment – This stage is when people accept and actually embrace the change. They may want to influence and test the new approach, to the benefit of the business. 

When people begin their personal transition through the stages, it is the organisation’s responsibility to ensure they have all the support and guidance they need. When the transition is done and the individual accepts the change, this is when the organisation will see the benefit of the change. 

CIPD summarised that the Kubler-Ross change curve is not necessarily a model to implement change but can be used to anticipate and thereby address employees coping with change. It can be used to help understand reactions to complex change or changes that have a significant negative potential. (Roberts, 2023). 

9. The CIPD’s Health and wellbeing at work survey 2022 found, ‘There is less management focus on health and wellbeing compared with the first year of the pandemic’, and goes on to remark that this is disappointing. Assess the importance of wellbeing at work and factors which impact wellbeing. (AC 2.5)

Research shows that by supporting staff wellbeing in the workplace, organisations can benefit from enhanced morale, loyalty, commitment, productivity, innovation and profits. With working hours set at an average of 37 hours per week, individuals spend a large chunk of their lives in the workplace; the employer therefore must never underestimate the responsibility of fostering a safe space with wellbeing initiatives and people practices in place to support. Every effort must be made to support a healthy work life balance. 

Failure to create a wellbeing strategy in the workplace could result in high levels of attrition, poor mental health, unproductive workers and negative reputational damage. Getting it wrong could lead to aggrieved employees, leading to disputes and tribunal risks. It could also directly affect the organisation’s strategy and success. 

Suff, 2023 recently summarised that ‘Investing in employee wellbeing can lead to increased resilience, better employee engagement, reduced sickness absence and higher performance and productivity. However, wellbeing initiatives often fall short of their potential because they stand alone, isolated from the everyday business. To gain real benefit, employee wellbeing priorities must be integrated throughout an organisation, embedded in its culture, leadership and people management.’

The CIPD has clearly set out an agenda for employers and stresses that an employer needs to ensure that its culture, leadership and people management are the bedrock on which to build a fully integrated wellbeing approach (Suff, 2023). 

Every organisation has its own opportunity to build a wellbeing strategy that breathes its company culture; people policies in relation to family friendly policies and flexible working can support wellbeing at work for many, alongside initiatives to support mental and physical health such as EAPs and voluntary benefits e.g. health cash plans. Other people practices such as opportunities for development and growth or how much autonomy an employee is granted contribute to wellbeing at work. Leadership / management must not underestimate their importance in getting this right- all line managers must be confident and capable of supporting their team’s wellbeing, therefore management training is vital in order to deliver a successful wellbeing strategy and culture. 


10. The CIPD Profession Map states ‘People practices are the processes and approaches that we use across the employee lifecycle’. Discuss the links between the employee lifecycle and different people practice roles. (AC 3.1)

The employee lifecycle is often described as the key stages that a person progresses through when engaging with an organisation as an employee (Fields, 2023). Some People experts consider there to be as many as 11 stages to an employee life cycle, however, the main stages are outlined below 

1. Attraction
2. Recruitment
3. Onboarding
4. Engagement
5. Development
6. Retention
7. Exit & Advocacy

The employee lifecycle can span months or many years. No one employee journey is the same. The employee lifecycle is crucial to your organisation’s development. Getting the 7 stages right can attract and retain the talent needed for the business to succeed. 

There are endless people practices that happen during the employee life cycle, from advertising for the right talent to fulfil the need, creating talent pools, developing people policies, managing grievances (CIPD, 2023); these are just examples of some of the key activities the people department will carry out. 

The Talent and acquisition team at Admiral dedicate time and effort in the onboarding stage, ensuring that the new family member (recruit) feels involved from the offset. There have been past tests with social media groups for large intakes which can help foster connections early on and the opportunity for the recruit to meet their manager and team prior to their start date and during the onboarding stage. Admiral also operates a buddy system in many areas of the organisation. These initiatives have one focus in mind, making them feel welcome and finding their place in the organisation. Failure to engage with the new starters can result in an immediate disconnect or lack of engagement. The onboarding stage is also the stage to ensure the right equipment and technology is made available to the recruit – getting them off to the best possible start. 

The Learning and Development roles in Admiral’s People team influence many areas of the employee lifecycle; from the compulsory / compliance training that needs to be done during the onboarding stage (to remain compliant) to the Development stage, ensuring employees can continuously develop. Admiral’s Perform and Grow pathway fosters a culture of continuous improvement and growth: happier and more engaged colleagues, improved team performance and personal growth, to name a few. 

An organisation’s employee life cycle must also live up to the brand or mission statement – getting the cycle right will ensure a positive reputation, employee loyalty and engagement. 


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

There are a wide range of people practices that connects and supports the wider people and organisational strategies, for example

· Reward & Recognition – R&R practices such as performance bonuses and performance related pay increases can increase motivation and sense of self-worth as employees feel as though they’re rewarded appropriately for the work they do. By aligning these performance related pay increases to organisational KPIs or strategy, it can increase engagement and collaboration, ensuring employees are working towards a common goal. ‘The most effective reward packages meets the needs of its people, the business, and the organisation’s purpose, culture and performance, in a fair and responsible way. (Cotton, 2023). 
· Diversity, Equality & Inclusion – By creating a culture where employees feel safe to bring their whole selves to work, it creates a ‘safe space’ where people feel they belong which will lead them to becoming invested in the firm. This can promote general wellbeing and fosters an inclusive workforce, one which celebrates diversity. The organisational strategy can benefit from a diverse viewpoint and talent pool. This can be achieved through equal opportunity initiatives, promoting DEI activities, unconscious bias training and blind CV applications, to name a few. By implementing a successful DEI strategy, it can connect employees from across the organisation, facilitating collaboration and efficiencies. 
· Training & Development - People practices such as recruitment, onboarding, and training programs help attract, retain and develop the talent necessary to achieve organizational goals (Taylor and Woodhams, 2022). By attracting talent and nurturing it with CPD plans for example, organisations should see an increase in productivity, tenure and morale. With employees feeling driven and supported, the recruitment cost associated with attrition levels should reduce and the culture of the organisation could mature. Other advantages include retaining experience which will ensure delivery of organisational objectives. 

Admiral is often creative with their people practices driving collaboration and promoting the culture through activities such as company wide parties e.g. Multi Fest and group wide SGMs. Admiral offices are also geared towards the wider people strategy with collaboration space and the intention of turning one whole floor into a connect space. By achieving collaboration across the organisation, it can eliminate silos, reduce miscommunication and share knowledge. It also enhances the culture of the organisation. 


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)

Admiral uses a business partnering model for consulting and engaging with internal customers. Coogan (2022) summarises that ‘business partnering is about defining and aligning people function capabilities in order to meet the organisation’s objectives’. By collaborating with the right internal stakeholders, the business partnering model works to form productive relationships, delivering on the relevant people strategy together. The Business Partner has a unique point of vantage in identifying needs and issues and an opportunity to offer solutions to posed problems. Business partners can build connections, enable strategy practice, and be cost effective as the necessary expertise is embedded in the right place.  A successful BP network can also build a consistent organisational response and approach which will bring advantages such as fairness and consistency to the business. 
Admiral also utilises pulse surveys, focus groups, meetings, 121s as regular activities for engaging with internal customers. On top of this, there is opportunity to anonymously provide feedback for all colleagues within the workplace so that no one should feel without a voice. Admiral prides itself on having a closed loop approach where feedback is responded to in various ways – be directly or publicly on the internal communication methods such as the weekly roundup. Following every survey sent to colleagues, there is a specific ‘You said, We did’ feature for all colleagues to view and digest. Admiral’s purpose includes ‘We believe that people who like what they do, do it better. We strive to do better every day’ (Admiral Group Plc, 2022).
Admiral is keen to hear from our leavers too; understanding in an exit interview the reasons for leaving the business can help drive down attrition and drive action. It can also provide detailed feedback not just on people policies such as reward and benefits, but specific feedback regarding management etc. There are benefits in conducting exit interviews- it helps to capture more accurate leaving data, as individuals are more willing to be honest when there is reassurance of anonymity. (Peters, 2023). 
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