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5CO01 – Organisational performance and culture in practice 
1. 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).

	
	Organisation name & Structure

	
	Public Health Wales (Matrix Structure)
	Amazon (Functional Structure)

	Advantages

	
1. Working in an agile way,  “transforms teams to become more self-managing and have more autonomy to complete tasks according to stakeholder needs.” (Grass et al., 2020;Lee & Xia, 2010; Peeters et al., 2022)

2. Inclusive ways of working, enables skills to be utilised across a range or teams, and for improvements to be actioned by specialist staff, which results in positive patient outcomes.
3. Person centred care- the goal for the organisation is for patients needs to come first, and having the flexibilty to work across departments allows for this style of working.
	
1. Working promptly means roles are specifically designed, outcomes are efficient and timely which results in good customer service.

2.  Clarity of the role, enables staff to be innovative as they can ‘identify some of the solutions before the problem’ arise.(Wilson, 2021) .This enables a clear career progression path, that is linked to a specific role.

3. Input from management means, managers become experts in their field and can easily support teams by problem solving, allowing for efficiency in the goal of customer delivery and service.

	Disadvantages
	1. It can be problematic when making decisions, as many teams seek approval from their superiors, resulting in delays and prolonged positive patient outcomes.

2. Management structures can often be just one person, who may oversee many different departments, therefore impacting on the culture, and could potentially cause conflict between teams.
	1. Staff wellbeing, for example, silo working can cause staff to feel isolated and feel unrecognised by their organisation, because of the sameness in the style of role.

2. Change adversity could potentially be difficult to adhere to, because roles are so clearly defined and new ways of working could mean resistance from staff, leading to disengagement, which impacts productivity. 



The benefits of working in a matrix fashion are that the teams within each department,are working towards the same goal, which is to provide positive patient outcomes.
Teams can communicate and collaborate without the need for hierarchical intervention as many will be working on the same projects. 

For example, the communications team will need to work with the analytics team to ensure that reports are accurate and user-friendly before going out to the press. This is imperative as brand reputation and trust is crucial to the NHS and its service users.
Within Primary care teams, matrix working is vital, as many departments need to communicate effectively for successful patient outcomes. E.g  A person is admitted to the accident and emergency department, they then need to go to the operating theatre, be submitted to a ward to rest and upon discharge will need medication from a pharmacy. Matrix working allows for all departments to be part of a system set up and designed to ensure staff can support a patient’s hospital journey in a streamlined manner, as every colleague and department is working towards the same goal.


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)

Working within the National Healthcare Service, there are many strategies driving their workforce planning. One of the main strategies is its ‘People Strategy’, namely “hav(ing) an environment where service improvement and innovation flourishes, by encouraging staff innovation as close to the point of care delivery as possible.” (NHS Foundation Trust,2017). This strategy recognises the importance of taking care of the wellbeing of its staff, has benefits on it’s service users and patients (customers). 
Richard Branson once said “how our people feel is our most important measure of success.” It is therefore imperative for organisations to ensure their strategies are embedded within the culture of their workforce. As the demand of the population’s ill health increases from global issues such as Covid-19 meant that the “pandemic had increased workforce pressures exponentially. 92% of trusts told NHS Providers they had concerns about staff wellbeing, stress and burnout following the pandemic,” as mentioned by the House of Commons (2021). 
This has had a huge impact on patient safety and healthcare outcomes, meaning more pressures on the workforce. This shows a misalignment with the people strategy as “17 per cent of doctors were at a high risk of burnout and this jumped to a quarter in 2022. (Tolkin, 2023)” The result of staff ill-health results to patients experiencing “increase stress and worsen health conditions, both physically and mentally. (Pederson:C:2023)” As well intended as the strategy is, there seems to be a resource and retention issue that seriously needs readdressing against its People Strategy with an honest look at what’s going on, rather than an ideal culture list, if the NHS are to sustain and maintain its workforce. 

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

According to CIPD (2023), A PESTLE analysis studies the key external factors (Political, Economic, Sociological, Technological, Legal and Environmental) that influence an organisation.

Environmental: Remote working
Since Covid-19 “the vast majority (86.0%) of these homeworkers (have) stat(ed) that this was because of the coronavirus (COVID-19) pandemic. (Cameron, 2020)” As a result, workplaces must adapt to the new preferences of working, particularly women who “were slightly more likely to do some work at home than men, 47.5% and 45.7% respectively. (Cameron, 2020)”, this could be due to “women remain overwhelmingly responsible for childcare and household chores, which may be part of the reason why they‘re more likely to take up flexible working where it’s offered. (Vizard, 2023)” It is therefore imperative that workforces consider the Equality Act when thinking about recruitment in the future and to be conscious of “remote workers  (who are) half as likely as their office-attending colleagues to be promoted, even though they (are) more productive. (Vizard, 2023)”

Political: Doctor’s pay
Junior doctors are striking over their pay, according to the NHS (2023) “in more than a full calendar year of action, strikes have seen more than 1.1million inpatient and outpatient appointments rescheduled. (National Library of Medicine, 2021)” This is straining on the NHS and has repercussions for the patients waiting to be seen. Some doctors are forced to live with their parents, despite their years of medical training and competence. “Dr Hussain, who lives at home with his parents, said he was struggling to get on the housing ladder as his take-home pay was just over £2,000 a month.” (BBC, 2023) The negative impact on the economy means that the “strikes also have a huge physical and emotional impact on our staff.” (NHS, 2023) which affects doctors negatively as (Taylor & Wilkinson, 2023) suggests “they can lose pay if they fail to perform their contractual duties due to industrial action,” causing the main issue for striking to have negative impacts on doctors and patients alike. Organisations therefore need to seriously review their “retention strategies (Taylor & Wilkinson, 2022)” when workforce planning. 

Technology: Telemedicine
There is an increasing need for a reliance on technology within organisatons. 
“Fortunately, medical visits can be reduced when telemedicine services are used through video conferencing or other virtual technologies (National Library of Medicine, 2021).”
As (Ellis, C: 2023) suggests, “remote working and increased reliance upon technology during the pandemic has placed pressures on wellbeing and with organisations adopting hybrid working arrangements on a more permanent basis.” Therefore it has been recognised that “telemedicine services could quickly address health concerns, help address industry needs, and combat workforce shortages (Singh et al., 2022).”

This is a very positive move from a workforce planning perspective as “it means that it’s easier access to care fits busy schedules, connecting at the workplace, home life, or the daily commute and keeps an individual’s health a priority. (Singh et al., 2022).”

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)

There are both pros and cons when looking at artificial intelligence within the workforce today. Looking within the NHS’ perspective “artificial intelligence (AI) ..., should not just be seen as increasing costs, but rather as a new means of addressing the big healthcare challenges of the 21st century (NHS, 2019).” 
The positive impact adopting artificial intelligence within the workplace means it will “empower individuals to be more informed about their care, and to allow them to work together with healthcare staff to make treatment decisions (NHS, 2019).”
A potential barrier to understanding, could be that “clinicians had little knowledge about telemedicine (National Library of Medicine, 2022)”...(which implicates negatively on both patients and medical staff where “experiencing barriers to technology, whether it is related to lack of instruction or cost, will be less likely to seek healthcare through this delivery method (Singg et al, 2022)”. It is therefore imperative for workforces to plan for “The levels of digital literacy, (and increase its) awareness of the required capability, access to training and support, and skills to enable patients and citizens to improve health and wellbeing through technology. (NHS:2019).”

Within Amazon, there are positive impacts by adopting AI and robots working within the warehouses; which relate to “efficiency, cost-effectiveness, relative anonymity, and diversity. (Bohannon, 2011; Buhrmester et al., 2011; Casler, Bickel, & Hackett, 2013; Litman et al., 2016).” Meaning profits are boosted, making it more affordable for customers to purchase items remotely and conveniently.

However, a negative impact of using AI is , because it “powers lots of machines in factories, performing many actions with greater speed and consistency than humans..... (it) mak(es) logistics providers less dependent on human warehouse workers.” (Urwin:M:2023) It is therefore vital for “people professionals...to act as ‘critical friends’ as well as the main stakeholders to ensure technology strategies are people focused. (CIPD:2021)” Making sure polices and practice ethically too, especially when it comes to handling people’s data.

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

The CIPD refers to organisational “culture (as) an influential term and clearly resonates with people. It’s important because it relates to deep social or collective aspects of organisational life, which influence people’s experiences and behaviour (CIPD: 2023)”.
Edgar Shein’s model of organisational culture looks at three levels which are the “artifacts, values and assumptions (Burks D: 2014)”. They are described as an iceberg. The artifacts “are visible but challenging to interpret. (They are) espoused values (that) represent conscious goals and strategies (Peek, 2023)”.
In relation to human behaviours on how artifacts are articulated within organisations, Maslow’s Hierarchy of Needs, refers to feelings of “self-esteem, employment, relationships.” (Kulhari,R:2021) 
Maslow adopts a pyramid method and looks at the human behaviours within an organisation. The basic needs are at the base which support employee safety. Moving to ‘self actualisation’ at the top of the pyramid. When an employee reaches this level, it shows they have met their own personal needs and may have even grown within the organisation and can reflect on their behaviours and how to improve ways of working, becoming innovative and confident to inspire others at the same time, which support the narrative of the existing cultural norms and behaviours, as referenced by Kulhari (2021).
Artifacts relates to “stories which employees tell the outside world about their organisation (Clayton, 2021)” ,for example flexible working implies it’s relaxed and trustworthy in its approach. In Maslow’s methodology, when employees are new to an organisation they require different levels of safety and support, to provide a strong climate for them to feel they can grow. 

The espoused values are the next level of the iceberg which goes deeper into the behaviours of the employees, for example organisational straplines or branding that they aim for the public to associate them with. 
Underpinning the artifacts and espoused values that subconsciously look at the shared assumptions. The assumptions look at different features such as “human nature- which looks at whether people are inherently ‘good’ or ‘bad’ (Clayton, 2021)”.

Maslow’s Hierarchy of Needs, relates to Shein’s model, as employees then seek the need for security. This builds on their levels of safety to advancing with their personal lives, such as wanting to purchase a home, or start a family. Therefore employee growth, safety and belonging is an imperative ingredient towards the culture of the workforce. 
As Clayton (2021) explains “if you cannot shift assumptions, you cannot change culture”, and therefore it is crucial to get the culture right when looking at human behaviours because with “a satisfied, more motivated workforce, our organisations can capitalise on better innovation and higher productivity (Kulhari,2021)”.

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)

Within the NHS, effective people's practice, employees have opportunities to exercise flexible working, which has a positive impact on employee experience. “The advantages of remote working are beneficial for businesses as well as employees — most notably, in the form of increased productivity (Half, 2022)”. This way of working means members of staff can experience having a more “work, life balance.” (Mullins, 2019) This then supports staff retention, “organisational productivity, performance, and career success.” (Bryson et al., 2017; Grant et al., 2007; Seligman, 2019; Van Den Broeck et al., 2016).
Another example looks at changing the name of the policy ‘Sickness at work’ to ‘Attendance at work’ this shift in language, facilitates and empowers managers to support workplace decisions, which promotes safer working, retention and wellbeing. 

Comparatively, the construction industry has a very heavy male dominated presence. This culture of a boys’ club can create barriers of entry for women and may experience “discrimination, unequal pay, insults, (and) objectifying” behaviour. (Unknown, 2021) As a result this could have implications for other marginalised community groups, particularly men who identify as homosexual or transgender, feeling not psychologically safe in “an environment where people feel able to express themselves without fear that others will think less of them (Pindar, 2023).

This organisational culture would benefit from reflection on the nine protected characteristics and ensuring they are working on ways to represent women in various training courses and awareness sessions, such as the CIPD’s ‘Women in the workplace’. This is prevalent as “women continue to be vastly under-represented in Construction. Of 2.2 million construction workers in the UK, just 289,000 of those are women, making it one of the worst industries when it comes to gender balance.” (Refined Global,2021)

The impact of the organisation, based on the behaviours that represent a single characteristic that is dominant in a workforce, are detrimental to a company’s reputation, which implicates recruitment and retention. When future workforce planning, a strategy to overcome this could be for the people team to conduct an “annual employee attitude or staff satisfaction survey” (Taylor et al., 2022) as a tool to understand the perspectives of staff in real time, making it more straight forward to act upon, this then supports the cultural climate of inclusion and accountability allowing for the “fair access of opportunity.” (Taylor et al., 2022)



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)
 
Nudge theory is one model that “alters people’s behaviour in a predictable way without forbidding any options. (Kosters et al., 2015) This can impact change and decision-making positively, by creating an environment to influence certain behaviours, this can be when an organisation is looking at ways to become more sustainable, for example. 

A practical example would be, if an organisation wanted to save money on printing, they may have one printer for the whole building, this decision may make people on various floors consider whether they need to print and can result in a reduction of paper costs, support sustainability goals and the carbon footprint and opt to use digital formatting. 
A downside to this could be that people become more sedentary as they do not need to move throughout the working day. Ethical working and health and safety must be considered to ensure people aren’t being forced to comply with company decisions against their will. From a people perspective “the benefit of guided task execution for busy managers is they don't have to do as much manual monitoring of employee tasks, giving them more time to focus on things like strategy, coaching and motivating workers (Society for HRM,2022)”.
Lewin’s change model looks at three different approaches: “unfreeze, change and refreeze (Hussain et al., 2018)”.
It has a strong focus on organised and intentional change within organisations. One of its many benefits is that it provides clear guidance for those carrying out the theory. It strongly highlights the importance of stakeholder engagement to communicate their processes and actions to reassure staff. It ensures there’s time for processing and evaluation throughout the change in to support employee wellbeing and working lives. An area to consider when looking at organisational change is that it may hold back on fast change ideas because there is the factor of ‘refreezing’. The leadership dynamic is important to consider as the leadership team within the organisation is required to be committed and communicate that to their wider organisation for the Lewin’s Change model to have a positive impact company-wide. The impact of communication from the organisation, as Hussain et al, 2018 suggests, should “create minimum resistance and tension .... this strategy will be a more effective strategy for change.”

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)

John Fisher’s ‘Personal Transition Curve’ is a model that describes how change is experienced within an organisation. The transition curve describes the process and emotions that an individual may experience when going through any type of change in their lives.
The positive aspects of the curve are that it supports people to process and articulate their emotions when experiencing change. It is very visual and supports the delivery of the process of change, which drives conversation, psychological safety and freedom of expression within teams. Owing to its explicit nature, it proves a rich discussion and promotes empathy and understanding within the workplace, which leads to connection and productivity whilst the change process is occurring.

The impact of this creates a culture of support and transparency, as behaviours, feelings and emotions are part of the process, and can be treated with respect and acceptance through a transition or a change.

On the other hand, as the length and depth of the curve is varied, there is no set time before, after or during the change when the individuals may experience some or all these emotions. It could be argued that from an organisational stance, once the change has occurred, ‘business as usual’ will resume. It is therefore imperative for any organisation to account for and provide support for employees after the change has occurred to ensure the feelings, emotions and triggers are validated and understood. Failure to do so could result in feelings of uncertainty, presenteeism, where “the employee is unlikely to be productive at this time, may take longer to recover (Wilkinson, 2022)”.

An example for people practices within the organisation could be to t exercise the importance of signposting to the employee assistance programme, acknowledging the employees who may experience feelings of uncertainty or impacts toward their mental wellbeing.

Employee engagement, at a time when an organisation requires employees to continue and begin with productivity on new ways of working and culture as the change has occurred. The impact “can be a contributor to positive corporate outcomes.” (Wilkinson, 2022)



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)
 
The CIPD 2023 covers the “key domains of wellbeing,” which include “health, good work, values, social, personal growth, good lifestyles choices and financial wellbeing.”
There is both a HR and financial impact on an organisation when wellbeing is not addressed. “Employees who operate in positive organisational climates create better results, adding up to 30 per cent or more to the bottom line thanks to their extra discretionary effort. Over time, that extra effort can have a significant impact on financial results (Ferry, 2016)”. A factor that contributes to employee wellbeing is ensuring there are regular meetings with managers. “It is important for line managers to regularly check in on the well-being of all employees and provide tailored support.” (Wilkinson,2023) This is important as wellbeing is not a one size fits all model, therefore catering to a person’s wellbeing promotes “good health and can be a core enabler of employee engagement and organisational performance.” (CIPD, 2023)

In organisations such as the NHS, which is a statutory body, there is guaranteed job security with many policies and processes in place to protect the employee, such as annual leave, family leave, bereavement care and menopause policies. This has a positive impact on employee wellbeing for “health, good work and autonomy, pay and reward as well as providing dignity at work and career development.” This means employees have a sense of satisfaction which can impact their living circumstances and promote long-term health, for example knowing they can plan a family holiday or apply for a mortgage.

In comparison, the creative industry may require freelancers, meaning financial wellbeing may be implicated as employees are working project to project. As a result this can impact mental health and inhibit career development and financial planning for the employee’s prospects, i.e saving for retirement owing to the lack of guaranteed work.

There is nothing but positive benefits to implementing wellbeing from an organisational perspective. By adopting the 7 ways to wellbeing as the CIPD suggests, there are both financial and interpersonal benefits both to the organisation and the employee. As, “research shows that engaged staff are more productive, more creative, more collegiate and more loyal (Wilkinson, 2023)”.


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 has “six key stages: attraction, recruitment, onboarding, development, retention and separation.” (Catermole, 2016) It is important to look at ways the people practice supports the cycle for its many benefits. 

Taking the example of recruitment and onboarding, the people practice roles are required, it would mean an organisation having a dedicated ‘talent team’, who would oversee the talent recruitment and ensure new employees have the necessary information about their role and organisation when onboarding. They would also oversee talent engagement and make sure job posts are advertised on relevant social media platforms such as LinkedIn, TikTok, depending on where the talent spends their social time online. The team would specify roles to “compose a statement of intent to be a positive, open and inclusive employer that does not discriminate and welcomes applications from under-represented groups (Woodhams, 2022)”. This inclusive approach with “careful management, HR teams can save thousands on recruitment, training and development, as well as keep skills and knowledge within the company (Catermole, 2019)”.

The NHS has a ‘New Starters’ network for employees who are new to the organisation within 3 months. The impact of this is the department can retain talent, resulting in more productive colleagues, a sense of well-being and strong interpersonal relationships from the start. As a result, employees are more likely to remain within the organisation can experience reduced “absenteeism and presenteeism” (Woodhams,2022) and increased feelings of belonging and retention. 

Learning and development practices, contribute to an employee’s growth within the organisation, ways in which the people practice teams ensure they are catering to the needs of the employee would be to ensure the people team is providing learning and development roles that contribute to employee growth. This could be in the form of providing specific training programmes, e.g hiring a career coach to understand the employee’s priorities within the role and signpost to relevant training. In turn this contributes to an employee’s longevity and performance management.

For the employees to experience a successful life cycle, it’s important that organisations “ensure that promotion, succession planning and talent management decisions are guided by the same principles (Woodhams et al, 2022)”. “Research has also proven that if an organisation invests in its people, then employees are much more loyal and show higher levels of engagement (Catermole,2019)”.
11. Analyse how people practice connects with other areas of an organisation and supports wider people and organisational strategies. (AC 3.2)

Tesco supermarket values promote “serving our customers, communities and planet a little better every day.” One of their core practices is hiring people with both visible and invisible disabilities. This strategy has many strengths as it promotes diverse perspectives and allows for great innovation and creativity within the people team and wider organisation. 
Despite, “Employment law (that) places a ‘regulatory burden’ on employers, often takes the form of arguably ‘unnecessary red tape’, and hugely increases the economic risks associated with employing people, (Wilkinson, 2016) Tesco still purse being an “inclusive” (Woodjams,2022) organisation .

These practices ensure Tesco are agile in the way they work and provide higher levels of engagement, customer and staff loyalty. The impact of this inclusive approach makes Tesco stand out from the crowd and appeals to a large market of the workforce allowing for “provision (to be in) place for people with physical, learning and neurological disabilities.” (Woodhams, 2016)

The people team would therefore have to be adaptable and ensure their recruitment processes are accessible to all community members. This involves adapting job descriptions for example, providing braille or readable job descriptions which may have images to describe roles, such as “pilots on the impact of day one supportive action for absence relating to mental health and musculoskeletal conditions.” (Improving Lives, 2017)
It is evident that when organisations invest in all members of the community, they “generate higher levels of employee engagement and trust between employers and their employees, which in turn raise standards of job performance and customer service, (Wilkinson, 2016)”, which are core to the values of Tesco supermarket. 
There could be implications, for hiring people with disabilities, which could mean their posts maybe limited and the HR team would have to ensure each person with a disability is catered for personally, as all needs are different and require specific accommodation. However, this is no different to an organisation making “reasonable adjustments” (Wilkinson, 2023) for colleagues who are neuro typical and non-disabled. “A positive and inclusive approach would be to offer training flexibility including making changes to the timing, style and location of training.” (Woodhams et al., 2022)
12. Discuss processes you have, or could use, for consulting and engaging with internal customers of the people function to understand their needs. (AC 3.3)

An effective process that can be used for consulting and engaging with internal customers could be the ‘Business Partner Model’ (Ulrich,1999). “Since the evolution of the HR Business Partner model” (Ulrich, 1996), line managers have assumed more direct responsibility for managing their people with support from HR (Woodhams:2022:5)”.

One of the many advantages of using this model is that it works in conjunction with many of the ways of working of the people team. For example, it supports decision-making by working with people practices making strategic decisions such as employee experience. 

A tool to demonstrate this would be to exercise “employee representation and voice, surveys of staff satisfaction, wellbeing, and engagement with the staff union would help to build a picture of how the policy works for the organisation. Workforce production and productivity should also be considered (Woodams et al., 2022)”.

This then supports the delivery of services and inclusion within the workplace as, “staff feedback in surveys reflects them feeling more consulted. (Woodams et al., 2022) As these results are measurable, can support future workforce planning to predict accurate next steps and produce adaptability when conducting or renewing company policy, owing to its regularity and real time results. 

Some of the downsides of the Business Partner model are that it requires many people to be part of it and can implicate cost and time across the organisation. There is also a risk of ‘silo “approaches” (Gibson, 2021) of working where one person is responsible for this function alone and could become a single point of failure if there were to take sick leave or annual leave, therefore contingencies would have to be in place when workforce planning. As Peter Cheese, CEO of CIPD 2020 states “you cannot build a business strategy without an understanding of the nature of your [changing] workforce (Gibson:34:2021)”.
Owing to its very nature it is also reliant on the promotion of leaders within the organisation, which if not communicated well or timely can impact the culture of the organisation. 
Overall, it’s important to ensure effective communication and use of relevant stakeholders to be part of the workforce planning and implementation to allow this model to be delivered and received efficiently, timely and responsibly.
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