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Evidence based practice within People Practice

What is evidence based practice? (A.C.1.1)
Evidence based practice is making informed, professional and ethical decisions using  the best available evidence that is available to you.  Using reliable evidence to inform your practice and decisions ensures that decisions aren’t influenced by personal experiences, judgements, bias and beliefs.  Evidence based practice is based on using a variety of credible, reliable sources of information to inform decisions which support people professionals, achievement of organisational objectives and complying with company policies, professional practice standards and employment law. 
When using evidence to inform people practice and decision making, the key factor is to critically analyse and evaluate the sources of evidence to decide how credible and reliable each piece of evidence is and the contribution it should make within your people practice (CIPD, 2017).    
Barends, Rosseau and Briner suggest that management decisions are often based on individual experiences and personal judgements (Barends, Rosseau, & Briner, 2014). However, personal experiences create conscious and unconscious bias and are subject to cognitive bias.  There are large discrepancies between managers, personal judgements and scientific research (Barends, Rosseau, & Briner, 2014)  this indicates that a wide range of evidence sources need be considered and need to be critically analysed and their trustworthiness should then be evaluated when considering whether it should inform people practice.  According to the CIPD, (2023) evidence based practice is embedded within the profession map “The profession map helps you make better decisions, act with confidence, drive change in your organisation and progress in your career”. (CIPD, 2023)
[image: diagram of the Profession Map](CIPD,2023)
Barends, Rosseau and Briner state that not all people professionals have the ability to critically analyse and evaluate  . This skill is something that is often not taught within roles and there may be an expectation for it to be carried out but without robust mechanisms in place to measure whether critical analysis and evaluation has been applied to decision making. (Barends, Rosseau, & Briner, 2014) This is evidenced within the role of a Team Manager within Careers Wales, the job description states that expected aptitudes include “analytical thinking” and “decision making” and a key outcome states:
2.1 Contribute ideas, feedback and appropriate evidence, both qualitative and quantitative, to support the development of a work plan for the team, with outcomes and timescales that can be tracked to the Company’s mission, goals and vision. All team members can articulate their role in delivering this work plan and how it relates to the Company’s annual business plan.  (Careers Wales, 2017). 
Team Managers are not provided with any learning and development opportunities to develop these skills and there is no quality assurance in place to ensure analytical thinking is applied.
This emphasises the need to apply methods proven by research. By considering a variety of sources of  information this will allow people professionals to compare and contrast, applying the six step model considers the quality of evidence. (CIPD, 2024)
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Sources should include:
Scientific literature
Organisational data
Professional judgement based on experience 
Stakeholders
(CIPD, 2024)
CIPD (2023)  states that by following the six steps model “practitioners can ensure the quality of evidence is not ignored”. CIPD (2023).   
The overall benefits of Evidence based practice supports people practice, by applying proven methods this ensures people professionals apply informed decision-making and also recognise their own judgements and biases and the sources, this will eventually lead to a developing the ability to critically analyse as a skill.
Analysis Tools and Methods (A.C1.2)
There are a variety of analysis tools that may be applied by organisations to recognise and diagnose issues, challenges and opportunities, these include PESTLE, SWOT, Porters Five Forces, Force Field analysis and Fishbone analysis.  It is important to apply analysis tools to ensure that judgements, bias, experience and assumptions don’t influence decisions and to also bring to light factors that may not have even been considered.
An evaluation of the PESTLE tool:
A PESTLE analysis studies the key external factors (Political, Economic, Sociological, Technological, Legal and Environmental) that influence an organisation. It can be used in a range of different scenarios, and can guide people professionals and senior managers in strategic decision making. (CIPD, 2024)
The PESTLE analysis has a strong emphasis on external influences and encourages strategic thinking, enabling organisations to forward plan CIPD (2024).  
Careers Wales is a government funded organisation who provides Careers Advice and Guidance across Wales the service is intended to support individuals to make informed decisions to enter the labour market (Welsh Government, 2019),  who are funded by Welsh government. It is essential Careers Wales considers the external factors as these will drive the remit given by WG and informs them of priorities. Political, social, economic and technology are particularly key when considering external factors as funding is issued response to political demands based on the economy. 
The PESTLE analysis is heavily reliant on data from external sources, it doesn’t consider internal strengths and weaknesses which need to be taken into consideration when identifying achievable opportunities.  Due to the pace of change the PESTLE needs to be repeated on a regular basis. CIPD (2024)
The PESTLE is a very useful tool in order analyse external factors, however it should not be used alone, it does not allow you to challenge internal strengths and weaknesses or challenge assumptions, to ensure analysis of additional factors it should be used in collaboration with other analysis tools.
The analysis methods that may be applied to recognise and diagnose issues, challenges, and opportunities within an organisation include observations, questionnaires, samples of work, achievement towards key performance indicators and interviews.
Key performance indicator data provides a very good basis of quantitative data, the data informs you of what is being achieved well and where the areas of concern lie, this not only provides information on contributions made towards an organisations achievements but individual achievements.  This organisational data can provide a solid basis as a line of enquiry but qualitative data does not allow you to ask the question “why?”.  
Barends, Rosseau and Briner encourage focusing on the best available evidence and that using trustworthy evidence will improve the quality of decision making. (Barends, Rosseau, & Briner, 2014)  Whilst quantitative data is a very trustworthy evidence source, it is important to critically analyse the data and consider what lies beneath the data.  Qualitative data does not provide a rationale as to why achievements haven’t been met. 
Within people management at Careers Wales quantitative data which informs achievement  is used as one piece of evidence, it is usually used to then identify further evidence that needs to be gathered.  Because the evidence doesn’t provide an explanation it is followed by gathering qualitative data such as staff questionnaires or interviews.  The qualitative data provides additional evidence which allows people professionals to understand the data and identify challenges, areas of improvement and brings to light factors that may not have even been considered. This example supports the recommendation to understand the limitations of some quality evidence and act on it.  (Barends, Rosseau, & Briner, 2014)
Whilst organisational data is a very reliable source of data in order for it to inform decision making it is important to consider its limitations and the need to understand the data.  Organisational data is best used alongside other forms of qualitative evidence which is gathered with the intention of understanding the data.  This should inform the questions asked in methods such as interviews and questionnaires.
The Principles of Critical Thinking (A.C.1.3)
Critical thinking in the workplace is a deeper level of thinking where we question, analyse and draw conclusions about information and evidence. According to the Cambridge Dictionary, the definition of critical thinking is “the process of thinking carefully about a subject or idea, without allowing feelings or opinions to affect you.” Essentially this means to think about something without falling prey to personal bias or doing things the way they have always been done. (HR Profiling Solutions, 2024)
When working in people practice, science based evidence is very limited, it is not unusual for decision making to be led by professionals who have relied on their own judgements, biases and experience to inform decisions.  Whilst we may not be able to resolve the solution to the lack of science based evidence available, applying critical thinking principals allows the best available evidence to be identified.  (Barends, Rosseau & Briner, 2014)
Principals to consider when applying critical thinking are, the where and how the information has been sourced, the intended purposed of the evidence, are there any biases based on the intention, is it up to date and credible. (CPD, 2022).
As well as questioning the source of evidence it is important to “assess the authors argument” . (HR Profiling Solutions, 2024) It is important to consider how strong an argument has been put together.
 As well as questioning the evidence you also need to question the conclusions that are drawn, have any assumptions been made, has any of the analysis been based on opinions, judgements or experience.  It is essential to self-reflect, challenge your own opinion and actively look for bias. (CIPD, 2022)
As well as questioning the source of evidence it is important to “assess the authors argument” (CIPD, 2022) and consider the conclusion that has been drawn.  It is important to consider how strong an argument has been put together, if quantitative data has been used, consider the representation in the sample gathered and ensure it is relative in proportion to the matter being considered.
Within people management in Careers Wales, Managers often consistently manage the same team of people, this can allow managers and team members to become understanding of individuals skills, strengths and weaknesses.  Managers are constantly having to challenge their own assumptions and judgements as these are often formed based on employees previous behaviours and Managers are at risk of not gathering enough evidence when making judgements and decisions.

The Decision Making Process (A.C.1.4)
There are a range of decision making models which can be applied, these include Force Field Analysis, De Bono’s six thinking hats, Future Pacing approach and Action Learning approaches.
Force Field Analysis explained:
The work of Lewin (1951, cited in University of Cambridge,2016 ) on a force field analysis is a decision making technique that allows the driving forces towards a potential change or decision, to be considered whilst also considering the restraint towards the potential change or decision.  The Force Field analysis does not inform you of the driving and restraining forces, however it is a visual tool which allows all factors to be considered and the weighting each factor holds against a potential outcome.  
[image: Kurt Lewin's Force Field Analysis Diagram]
[bookmark: _Hlk183116959]The work of Lewin (1951, cited in Change Management Coach, 2023)
The intention is to consider both driving and restraining forces and score each individually.  When each column is totalled, the highest score indicates whether the driving force or restraining force has more considerable factors.  The intention is then to consider additional factors in the weakest force to balance the two forces, this will then provide a stronger rationale. 
In the context of evidence based research this may be used to consider additional evidence that needs to be gathered to consider a decision.  
This decision making tool may not be as effective as others when applying evidence based practice in people practice as it assumes that resistance is a negative and suggest additional evidence should be considered, whereas when using in the context of evidence based practice the resistance could be a positive as it identifies risks and challenges. Lewin (1951, cited in Change Management Coach, 2023)
De Bono’s Six Thinking Hats explained:
The Six Thinking Hats technique (Edward De Bono, 1985) allows all perspectives to be considered, allocating time to consider each perspective 
[image: Six Thinking Hats technique ...]
(Bitesize learning, 2015)
The thinking hat techniques allows equal time to all perspectives ensuring that a more dominant perspective does not overrule the though process   This technique is often used in group discussion as it prevents an individual or perspective from focusing on a negative or positive, it allows all individuals to voice their opinions and thoughts in a structured format and it allows individuals to present differences in opinions in a non-confrontational way.  Whilst the technique encourages everyone to participate it is essential that a facilitator takes a strong lead to ensure everyone contributes, that equal time is allocated to each perspective and a summary is gathered.
Considering the difference between the techniques and the variety of decision making processes available it is important to ensure the decision making process is considered and the process is appropriate to the decision being made.
The influence of Ethical Perspectives on Decision Making (A.C.1.5)
Ethical practice ensures that employees make decisions that are in the best interest of the Individuals and stakeholders.  It is not just considering what is right and wrong, it ensures fairness, honesty and integrity.  By embedding different ethical perspectives this can support individuals to confidently adhere to professional practice standards when making decisions.
Utilitarianism considers the outcomes  of actions considering “the greatest benefit for the greatest number of stakeholders” (Taylor and Woodhams, 2022, p. 154).
Utilitarianism approach means that the actions that are decided upon are outweighed by the result.  An examples used by (Armstrong & Taylor, 2023) “torture is alright as long as it prevents terrorism”.
[bookmark: _Hlk183091378]This approach can influence decision making when considering how to achieve an outcome but it does not take into consideration the impact it has on all individuals and may not align with the morals of people practitioners when considering the minority and the impact the outcome has on them. (Taylor and Woodhams, 2022, p.154).
In contrast Deontological are not concerned with the consequences or the outcomes, taking a deontological perspective focuses on the morals of the actions rather than the potential outcome.  Even if a positive outcome is possible if the actions needed aren’t morally right then then actions should not be taken to achieve the result.
The influence this has on decision making can sometimes contradict the need of the business and have a detrimental effect on outcomes.  If using this ethical perspective it is important to apply the organisations ethical code of practice and professional practice policies.  What is “right” can sometimes be subjective depending on an individual’s personal beliefs and values, if this perspective is taken it needs to be in line with organisations view of what is “right”.  (Taylor and Woodhams, 2022,p155)
Within Careers Wales there is a Professional Practice Policy.  The policy outlines strategic objectives and responsibilities.  It is intended to continuously improve the service and help managers identify good features of work and support improvements where identified.   By adhering to a Professional Practice policy this ensures that company values and behaviours are adhered to rather than individuals morals if a deontological perspective is take when making decisions. (Careers Wales, 2022)
 
Measuring Financial and Non-Financial Performance (A.C.3.1)
Organisations measure performance through financial performance and non-financial performance.
Financial performance allows a business to measure performance by considering the financial success of the business.  Gross profit margin, Net profit margins and Capital are key performance indicators when measuring financial performance.  Financial performance can inform decision making and contribute to the success of the business.  (Stobierski, 2020) 
According to Dolfin Blue Chartered Accountants Business Advisers [herafter Dolfinblue], (2018) measuring financial performance of the business allows you to see which areas are most profitable and which areas are the least, this can inform strategies to encourage growth and identify areas of the business that need to be improved, allows financial projection and whether financial performance aligns with the objectives of the business 
Ognesis (2023) discuss measuring financial performance, stating it can provide too much focus on the financial gain of the company, decisions may be made based on financial results but this maybe at the detriment of other business objectives such as engaging customers, customer satisfaction and employee retention. 
Non-financial performance measures can include customer feedback, engagement with customers.  These measures provide an indication of the performance of individual employees, the service received by customers.  These measures can provide an insight into the success of the business, inform employers of under achievers and inform strategies. (Ittner and Larker, 2003) 
Using non-financial measures can be subjective, even positive feedback from customers is subject to their individual.  Non-financial measures also prove difficult to provide comparisons across departments within an organisation. (Exact Buyer, 2023) 
Careers Wales is a non profit organisation funded by Welsh Government, each year Welsh Government allocate Careers Wales a budget and they provide a Grant Award Letter outlining the services that are expected to be delivered using the budget.  Non-Financial performance measures are also provided.  These include customer satisfaction, number of customers who receive a service.  Careers Wales.  Careers Wales has measurable KPIs, for example 95% of customers consider themselves to have received a “good service”.  The disadvantage of only having non-financial measures in a public funded organisation is staff and customer sometimes overlook the fact the service is paid for and does have a monetary value attached to it.  If KPIs aren’t achieved there isn’t an identifiable loss that can be attached to the low achievement.  However Welsh Government allocate future budgets based on the success and demand of the service in the previous year.
Measuring the Impact and Value of People Practice (A.C.3.2)
People practices add value in an organisation and support organisations to achieve their objectives.  By developing strategies that reward behaviour. Supporting and developing individuals is more likely to make an effective contribution to the strategic goals ((Taylor and Woodhams, 2022, P 8)
Schaefer, (2019) discusses the success of an organisation is determined by the ability, motivation and performance of the employees. People Managers add value by contributing the motivation of employees, encouraging performance which provides an overall contribution to organisational culture.
Two methods of measuring he impact of people practices are Cost benefit analysis and Evaluations.
According to Stoberski (2019) A cost benefit analysis is an approach which involves gathering the total cost (direct and indirect) and weighing up whether the benefits of a project outweigh the total cost. The will evidence whether a project or strategy is cost effective. 
Marr (2024) discusses how evaluations can be used as a method to measure impact using a variety of qualitative and quantitative data   Depending on the frequency this method can be used to gather more continuous data from employees, as well as detailed information. Short, quick surveys can gather very current, accurate information. 
Evaluation tools include, staff feedback forms, surveys, wellbeing surveys, absence data and performance data. Ahooja (2023)  uses a feedback loop asking anonymous questions about their leadership style, this allows them to develop as a leaders and enable teams to improve the culture.

























Quantitative and qualitative analysis review
A.C. 2.1, 2.2, 2.3




Within the admin team there is a drop in “outstanding” performance in Q2, however there is an improvement in the amount of employees who have achieved “meets set individual KPIs” as a minimum.  Q2 has seen an improvement in attendance and there is a reduction in employees who are underperforming.  Even though there has been a reduction in employees achieving outstanding, Q2 sees an overall improvement the admin teams performance overall.
Recommendations:
Understand why 36% of employees are “not quite there yet” and put development and support measures in place to help them meet set individual KPIs. This action will ensure the majority of employees within the team are achieving KPIs as a minimum.
The member of staff who has returned from absence in Q1 is “not quite there yet” in Q2, explore what support is required on their return to work which may then contribute to improving performance.
Gather additional qualitative evidence to understand why the member of staff who was outstanding in Q1 was “not quite there yet” in Q2.





There are 13 member of staff within the Sales Department who have all met set individual KPIs, this is a positive achievement and the data informs there is a consistent performance amongst the team
Recommendations:
Gather qualitative evidence to understand what has helped them achieve set individual KPIs and share good practice amongst other teams.
Have individual and team discussions to agree an action plan to continue achieving KPIs and agree a SMART action plan to work towards outstanding.




Overall there has been an improvement in the team performance, there is a 10% increase in staff achieving set KPIs as a minimum in Q2.  There aren’t any staff underperforming in Q2.  Based on the data the staff who were underperforming in Q1 are meeting set KPIs in Q2 which is an improvement.
Recommendations:
Gather qualitative data to evidence to understand the 10% improvement in performance and share practice.
There is 1 member of staff who achieved “outstanding” in Q1 however are “not quite there yet” in Q2, have a discussion with the individual to discuss the cause for this.

 



Overall there s a 20% improvement in team performance.  80% “meets set individual KPIs” compared to 60% in the previous Q1. Employees who achieved “outstanding” in Q1 continued to achieve “outstanding” in Q2.  The staff who progressed to achieve “outstanding” in Q2 made considerable progress in Q2 as neither were achieving set KPIs in Q1. 1 employee who was underperforming in Q2 was absent during Q2.
Recommendations:
Gather qualitative data to understand whether the causes for the under performance in Q2 has led to their absence in Q2.  This could include staff a staff interview.
Gather Qualitative data to understand the actions taken by 2 employees who made significant progress in Q2.  This could provide evidence to be considered when action planning with team members who need to improve.

Based on the performance review data, each member of staff will receive a bonus based on achieving outstanding performance in each quarter.  See cost to the company below:

	Employee Name
	Salary 
	Bonus Payment Per Quarter
	Job Title
	Outstanding 
	Outstanding 
	Total Bonus (Q1+Q2)

	Robin Bird
	£31,500.00 
	£1,260.00 
	Contracts 
	Yes
	 
	£1,260.00 

	Saffron Finch 
	£24,000.00 
	£960.00 
	Customer Services Advisor
	Yes
	Yes
	£1,920.00 

	Ruth Sixsmith
	£23,750.00 
	£950.00 
	Procurement 
	 
	Yes
	£950.00 

	Wendy Boot
	£23,750.00 
	£950.00 
	Procurement 
	 
	Yes
	£950.00 

	Sally Rigbye
	£23,750.00 
	£950.00 
	Procurement 
	Yes
	 
	£950.00 

	Jean Livesey
	£26,000.00 
	£1,040.00 
	Inventory 
	 
	Yes
	£1,040.00 

	Julie Chisnall
	£19,500.00 
	£780.00 
	Transportation 
	Yes
	Yes
	£1,560.00 

	Rick Lovall
	£19,500.00 
	£780.00 
	Transportation 
	Yes
	 
	£780.00 

	Gill Jamieson
	£19,500.00 
	£780.00 
	Transportation 
	Yes
	Yes
	£1,560.00 

	Ethan Brar
	£32,500.00 
	£1,300.00 
	Market research 
	Yes
	Yes
	£2,600.00 

	Harrison Briggs
	£32,500.00 
	£1,300.00 
	Product design 
	 
	Yes
	£1,300.00 

	Steve Owens
	£29,500.00 
	£1,180.00 
	CAD 
	 
	Yes
	£1,180.00 

	Tasha Graham
	£29,500.00 
	£1,180.00 
	Testing 
	Yes
	Yes
	£2,360.00 

	Jennifer Frost
	£29,500.00 
	£1,180.00 
	Testing 
	Yes
	Yes
	£2,360.00 

	 
	 
	 
	 
	 
	 
	£20,770.00



Based on the findings in the staff survey 121 staff disagree that their line manager provides clear and direct guidance.  This aligns with the data received, more than half of managers state they disagree or strongly disagree with the statement “I’m good at providing feedback and agree set performance targets”.
It is important that employees understand key performance indicators and the objectives they are expected to achieve and how they contribute to the success of the  business.  Performance targets are agreed as this engages the employee in the process and ensures they understand their responsibilities and are accountable. CIPD, (2024).
Clear objectives and performance targets motivate employees and create an opportunity to discuss challenges and risks that the employee may have concerns over and create an opportunity to discuss ow these can either be overcome or the employee can be supported. CIPD, (2024).
There is a risk to the organisation that staff will underperform if they don’t clearly understand their objectives and don’t understand how they contribute to the overall success of the team or business.  By not providing feedback there is a risk that the employee does not understand they need to improve their performance or may feel demotivated for unknown reasons, this provides the message that performance is not important and have a negative impact on organisational culture.  There is also a risk that the manager may not understand the rationale as to why an employee is achieving or not achieving and the additional factors that are contributing, these could be personal issues or learning and development needs that need to be addressed.  Managers are also missing an opportunity to gather good practice by not providing feedback in a constructive manner.  Underachieving employees have a financial implication on the company. Fitzgerald (2024). 
The survey responses also indicate the majority of managers disagree with the statement “I have no issue in challenging underperforming employees.  More than half of employees feel they receive positive feedback whilst nearly half of employees disagree or strongly disagree that they receive constructive feedback.
It is common for managers to feel comfortable when providing positive feedback but it is important that feedback is constructive, feedback is intended to encourage employees to self-reflect, improve motivation, engage in learning and improve performance Swinburne (2001) Poor performance has an impact on time and it can cause business to lose customers, the time invested in managing an underperforming employee outweigh the long term risks, Fitzgerald (2024).

Recommendations:
Learning and development activities for managers to develop skills and confidence on providing feedback and setting performance targets.  
Implement a Policy on Performance Management to hold managers and staff accountable
Engage staff in business planning sessions to agree and discuss KPIs.
Hold quarterly achievement meetings with the whole team to enable staff to understand the contribution they are making to the overall achievement of the team.
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Performance Reviews Admin Dept (Q1)


Oustanding	Meets set Individual KPI's 	Not quite there yet	Under performing 	Absent	0.18181818181818182	0.18181818181818182	0.27272727272727271	0.27272727272727271	9.0909090909090912E-2	

Performance Reviews Admin Dept (Q2)


Oustanding	Meets set Individual KPI's 	Not quite there yet	Under performing 	Absent	9.0909090909090912E-2	0.36363636363636365	0.36363636363636365	9.0909090909090912E-2	0	

Performance Reviews Sales Dept (Q1)

Oustanding	
13	0	Meets set Individual KPI's 	
13	1	Not quite there yet	
13	0	Under performing 	
13	0	Absent	
13	0	Employess

Percentage




Performance Reviews Sales Dept (Q2)

Oustanding	
13	0	Meets set Individual KPI's 	
13	1	Not quite there yet	
13	0	Under performing 	
13	0	Empoyees

Percentage




Performance Reviews Logistics Dept (Q1)


Oustanding	Meets set Individual KPI's 	Not quite there yet	Under performing 	Absent	0.2	0.4	0.3	0.1	0	1	1	1	1	1	Employess




Performance Reviews Logistics Dept (Q2)


Oustanding	Meets set Individual KPI's 	Not quite there yet	Under performing 	Absent	0.25	0.45	0.2	0	0.1	1	1	1	1	1	Employees




Performance Reviews R&D  Dept (Q1)

Oustanding	
10	0.3	Meets set Individual KPI's 	
10	0.3	Not quite there yet	
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