A.C 1.1
The aim of this paper is to provide the People Practice team with the tools required to apply evidence based practice within the workplace.
As defined by Rousseau (2019) Evidence Based Practice (EBP) is the process of using carefully selected and relevant evidence to support organisational decision making. Rousseau argues that EBP improves the quality of information available to decision making stakeholders but also how that information is interpreted and applied. By encouraging the use of reliable evidence, critical evaluation and reflective judgement, EBP aims to reduce assumptions and personal bias. This is corroborated by Taylor & Woodams (2022) who argue that evidence based decision making allows people professionals to evaluate the credibility of available information before coming to a conclusion. 
The CIPD (2025) recommends, as a minimum, four sources of evidence should be used in decision making: scientific literature, organisational data, professional expertise and stakeholder views. By avoiding reliance on a single viewpoint and drawing upon multiple sources , people professionals gain a balanced understanding of issues and make informed decisions. Backed by Barends & Rousseau (2018), this approach recognises that whilst professional expertise remains valuable, judgement based solely on personal experience is susceptible to cognitive bias and information-processing limitations.
In addition to identifying multiple sources of evidence, the CIPD’s (2025) EBP model promotes a structured approach to decision making by encouraging organisations to gather, appraise, apply and assess findings. Following this approach equips people professionals to make informed, defensible and aligned decisions. This reflects Pfeffer and Sutton's (2006) argument that organisations can sometimes "substitute facts for common lore" and instead should challenge conventional wisdom through evidence rather than relying solely on personal beliefs, assumptions or past practice.
EBP has its limitations however, as it relies upon the availability, quality and accuracy of the evidence being used. Incomplete or flawed data and conflicting findings or bias within sources all impact the accuracy of the conclusion reached (Barends & Rousseau, 2018). Organisational decisions often involve human behaviour and contextual factors which cannot always be fully explained through evidence alone. Ultimately, EBP should be used alongside professional judgement rather than as a replacement for it.
AC 1.2 
There are a range of analysis tools and methods organisations may use to identify challenges and opportunities within the business. These tools support EBP by enabling decisions to be made based on established evidence rather than assumptions. The PESTLE analysis along with people analysis are two frequently used tools within people practice (CIPD, 2025c)
PESTLE analysis audits political, economic, social, technological, legal and environmental factors which may impact a business (Marmol, 2016). Issues such as labour shortages, the changing employment law landscape, flexible working expectations and the cost of living crisis can be explored within people practice to determine the potential impact they may have.
PESTLE is a simple framework that allows organisations to deep dive into forward planning and strategy and can help in creating a long term action plan. It offers an understanding of what competitors are doing, best practice and what will directly affect the business. However, as outlined by the CIPD (2025c),  as PESTLE covers such a wide scope it is essential the data is not oversimplified, resulting in weak and insubstantial data usage. It is important to utilise PESTLE as an ongoing analysis tool in order to provide value to the organisation. Stanford (2022) substantiates this by arguing that failing to do so can create blind spots within operations when business decisions are made surrounding outdated data as the outside world is constantly changing. 
People analytics as outlined by CIPD (2025d) is an analysis method commonly used in people practice to gather insights and drive change within an organisation. The process involves collecting and examining workforce data such as employee turnover, employee engagement results and sickness and absence data. From this data, patterns emerge which can be used to understand trends and areas for improvement. Data helps reduce personal bias from the analytic process by providing objective evidence to assist in informed, evidence based decisions. Additionally, data points allow for the process to become measurable, monitoring the data over time after decision making allows a clear picture of if decisions are effective and enables a clear path forward (Ferrar & Green, 2021). 
However, Edwards, Edwards & Jang (2024) highlight a potential downside in relying solely on data. There’s a risk of reducing complex human behaviour and stripping away the vital context of individual motivations and external life events. Additionally, they hypothesise that the result of data findings is entirely reliant on the quality of its inputs, if the data is flawed or incomplete, the resulting metrics will be too. Due to this, people analytics is best utilised with caution and in conjunction with other sources of evidence such as PESTLE analysis results and by utilising professional judgement.
The combination of these tools can have major benefits on an organisation in cases such as cost optimisation. External economic data can be measured against internal pay structures to ensure competitive pay rates and combat overspending. Ultimately, this evidence based approach enables for proactive budgeting allowing an organisation to protect the bottom line without compromising on retention.

AC 1.3 
Critical thinking is the process of analysing the available information objectively in order to reach a well rounded and logical conclusion. It is essential that critical thinking is applied to people practice decisions which will impact the organisation, stakeholders and the employees. Critical thinking supports individuals in questioning assumptions, evaluating situations and looking to alternative perspectives before reaching a decision rather than taking information at face value (Chatfield, 2017) Barrands & Ruesseau (2018) outline the main principles which include the assessment of information sources, determining whether the data is reliable and relevant, recognising biases both conscious and unconscious and using multiple sources of evidence to support the decision making through triangulation. 
Critical thinking should be applied when examining both personal and others ideas, challenging assumptions and using an evidence based approach before applying change management (CIPD, 2025a). People professionals must be prepared to be introspective and evaluate their own opinions and experiences critically, in the same way they would assess the views of others in order to ensure that decisions are not influenced by their own beliefs, workplace culture or assumptions that are potentially unsupported. 
As an example, a manager may believe recruitment difficulties are a result of individuals not wanting to work. Instead of accepting this assumption as fact, a people professional should evaluate the evidence available to them by reviewing current labour markets, competitor pay rates and feedback from candidates. It may be determined that there are alternative explanations such as low salary rates in comparison with competitors and the local job market, unrealistic job requirements or limited development opportunities. 
AC 1.4 
Decision making effectively within people practice  is essential as the decisions and actions taken from those decisions have a serious impact on employees, their wellbeing and the performance of the overall organisation (Marchington et al. 2020). Decision making processes offer a structured format to ensure that decisions are aligned with the organisations objectives. For the purpose of this report, two decision making processes; Deming’s PDCA (Plan, Do, Check, Act) and De Bono’s Six Thinking Hats will be examined.
De Bono’s Six Thinking Hats is a decision making method that encourages the user to consider a variety of alternative perspectives before determining a conclusion. It utilises six thinking styles represented by different coloured hats. De Bono’s technique benefits group decision making and is able to reduce the risk of groupthink, avoiding situations where individuals may typically conform to a dominant opinion of the group it forces one to critically evaluate alternative viewpoints (De Bono, 1985, Turner, 2012). To apply the method to an example within people practice of introducing a flexible working policy. The Red hat looks at feelings and emotions and would consider employee feelings, the concerns of managers during the process and perceptions of fairness surrounding the new policy. The White hat gathers information, evaluating data such as absence, retention and productivity whilst examining existing flexible working requests. Black hat handles risk assessment looking at potential staff shortages, challenges with scheduling and the impact on service delivery. Yellow focuses on the benefits such as improved branding as a workplace, better engaged staff and an improved overall retention rate. Green delves into the creative side, analysing department specific approaches, the potential of introducing trial periods or hybrid arrangements. Throughout the process the Blue hat coordinates the discussion and reviews the given evidence before reaching the final decision. 
Whilst De Bono’s process can explore potential impacts, Deming’s PDCA Cycle can be used to continuously improve an initiative once the decision has been made (Deming, 1986). Applying the model to the previous example, it allows for change to be tested safely on a smaller scale before committing the decision to the wider organisation.
The initial stage, Plan involves determining the objective and working toward developing a solution. For this example, employee surveys may show a demand for flexibility whilst fears from leadership may include productivity dips and lack of collaboration within the team. One department may be targeted to test a hybrid model for a set period of time. Clear metrics would be established to measure success. Do would entail launching the project on a smaller scale in order to test its effectiveness. At the Check stage the effectiveness of the decision must be reviewed by examining relevant data, in this case employee engagement results may be looked at, absence levels, productivity within the department and staff retention data. The final stage, Act involves implementing improvements based on findings from the Check stage before releasing the final approach into the mainstream business operations. By consistent reviewing of outcomes and adjustment being implemented where necessary the PDCA Cycle supports continuous improvement and ensures that decisions remain effective and beneficial for the organisation.
AC 1.5
According to the CIPD (2026e), ethics can be defined as the moral principles that guide behaviour and decision making. Ethical decision making is important within people practice as decisions often affect employees and the wider organisation. Ethical dilemmas arise throughout many areas of the business such as recruitment, the disciplinary process and performance management. Consequently, ethical perspectives can be used as frameworks to assist people professionals in making decisions that are both morally and professionally responsible. 
Utilitarianism is an ethical perspective that can help with informed moral decision making. The perspective is based upon achieving the greatest good for the greatest number of people and seeks to maximise overall happiness or wellbeing (Crane & Matten, 2019). By this way of thinking, decisions are considered to be ethical if they create a beneficial outcome for the majority of stakeholders. This approach can be applied in people practice when looking at scenarios such as redundancy. Applied, an organisation may decide to make a small amount of employees redundant in order to sustain operations and protect the jobs of the remaining workforce. From a utilitarian perspective, despite the negative impact on the workers made redundant the decision is overall ethical and delivers the greatest benefit to the overall organisation. Utilitarianism can be beneficial as it considers the wider impact of decisions and encourages a big picture view, it can be especially useful in situations where complex decisions need to be made to protect the organisation. Shaw (2006) however criticises this perspective outlining that it can be used to justify decisions that disadvantage a minority group. 
Another ethical perspective to consider is deontology which focuses upon rules, duty and moral obligations rather than the ultimate outcome of a decision. From this perspective a decision can be regarded as ethical if it is made through a fair process regardless of the eventual outcome. Applying deontology to the same redundancy scenario, the focus would instead be on ensuring that all employees are treated fairly throughout. This may include a consultation process, unbiased selection criteria and clear communication. 
Deontology can be used to support a consistent and fair approach and assist in building trust within the workplace as employees believe decisions are made in line with established principles rather than an unknown criteria. This aligns with the values expected of a people professional, highlighting integrity, transparency and equality. Alvera (2021) supports this in his TED Talk, highlighting that when organisations build around a fair system that values employees rather than short term wins, it eliminates fear and encourages a healthy workplace culture. It has been argued that the approach is flawed however, duty based ethics are absolute and when duties conflict with one another such as managing the best interests of both the organisation and the employee in scenarios where they do not align, decision making can become complex (BBC, 2025).  
Both perspectives can influence decisions in different ways when facing the same workplace issues. It is unlikely that people professionals will rely entirely on a single ethical perspective and there is no one correct practice to rely on. By balancing both organisations will be better equipped to achieve objectives whilst maintaining a workplace built on trust, integrity and ethical standards.
AC 3.1 
Organisations employ an array of financial and non-financial measures in order to assess performance and determine if their objectives are being reached. Whilst financial measures offer insight into commercial success, non-financial measures provide an understanding of overall organisation health, workplace culture and long term sustainability (Armstrong & Taylor, 2026). 
One financial measure commonly used within hospitality is occupancy rates. Occupancy looks at the percentage a hotels rooms that have been sold within any given period and is often used as an indicator of performance (Guilding, 2014). Within Marriott Hotels, occupancy levels are monitored consistently throughout the day and over extended time periods and are often compared with local competitors occupancy rates, budget expectations and year on year performance. This allows leaders to evaluate demand and make informed decisions regarding room rates, workforce distribution and operational needs. When a hotel experiences high occupancy levels this is viewed positively as an indicator that the hotel is succeeding, driving both high demand and revenue generation. Despite this, occupancy levels do not show the full picture when used as a standalone. Oftentimes during conferences and events, groups may be offered a reduced rate whilst also requiring a high level of staff attendance thus pushing payroll expenditure above budget. Due to the many other mitigating factors, occupancy provides valuable insight into revenue potential and demand but needs to be viewed alongside additional financial measures in order to provide a thorough assessment of overall performance (CIPD, 2025a). 
One commonly used non-financial measure is employee engagement surveys. Data from these surveys provide organisations with an insight into the employee experience, the views surrounding workplace culture, areas for improvement and overall engagement levels within the workplace. Within Marriott, engagement surveys are completed and reviewed annually and used as a tool to create both departmental and hotel wide action plans based on feedback and responses identified by the employees (Robin Cardiff, 2026). Research conducted by Harter et al (2024) shows that high engagement levels have a direct positive impact on employee retention, well being and high customer service levels, all of which hugely benefit the organisation as a whole. Despite the benefits, survey data also has limitations. Survey responses can be impacted by many factors; the timing of the survey release if there is movement or changes within the business, temporary workplace issues or grievances and an individuals circumstances or bias all have an effect on the results. Additionally the format of a survey can have an impact with many relying on a scale response requirement with optional final feedback, this does not provide a holistic view and truly gather an individuals thoughts and feelings on each point. Whilst survey data offers a valuable understanding into culture and employee perceptions, results are more effective when used in tandem with additional evidence such as departmental or hotel wide follow up sessions and ongoing discussions to capture the genuine narrative behind the numbers.  
Both occupancy rates and employee engagement can provide insight into an organisations performance, using both financial and non-financial measures allows for a balanced understanding of overall performance and allows for evidence backed, strategic decision making.
AC 3.2
People practices create value for organisations in many ways, including, implementing wellbeing initiatives, raising engagement levels, developing the workforce and supporting employee retention (Boxall & Purcell, 2016). It is vital to measure the impact and value of these initiatives to allow organisations to understand whether or not objectives have been reached, justify the investment cost and make informed decisions regarding future investment in initiatives. 
Cost benefit analysis is a popular method for measuring impact and value within people practices (Levenson, 2014). As an example, cost benefit analysis can be applied to Marriott Hotels Associate Appreciation Week engagement initiative. This initiative requires managerial and employee time investment, incurs direct cost to the business through food, labour and supplementary supplies and may result in potential loss of revenue through the use of event spaces. 
Whilst this appears as a large investment, the benefits are reflected through increased morale, a more engaged work force, an enhanced employer reputation and improved employee retention. These outcomes can have a positive impact on the organisation by improving service levels and the overall guest experience. Furthermore, retaining employees can reduce recruitment and onboarding costs meaning the initiative may be considered effective and worth investing in moving forward. Cost benefit analysis therefore provides an evidence based way of assessing whether people initiatives are creating measurable value.
A second method is Return on Investment (ROI), within people practice, ROI is used to determine if initiatives are delivering enough value to justify the overhead costs.(Mayo, 2012)
For example, a company such as Marriott may invest in first aid training to ensure staff have the knowledge and confidence needed to respond and act appropriately in an emergency situation. Training providers charge fees to deliver this specialised training and the usage of an event space may result in loss of earnings, additionally labour costs can be incurred for shift coverage.
Despite these costs, benefits can include improved health and safety compliance, empowered employees and a safer environment for both employees and guests. That being said, ROI can be difficult to apply within people practices as many outcomes are qualitive rather than quantitative; financial costs of training can be easily measured however it is difficult to assign monetary value to employee confidence and increased health and safety awareness (Phillips & Phillips, 2012). Furthermore, multiple factors can influence outcomes making it difficult to determine whether improvements stem from a single measure. ROI is often most effective when used alongside additional evaluation methods to provide a balanced assessment. Despite the limitations ROI provides a structured approach to assessing if the long term benefits of a people initiative outweigh the initial investment and supports evidence based decision making regarding future investments.
AC 2.1
This section analyses quantitative and qualitative data relating to the effectiveness of the People Practice function. Responses from 428 manager surveys have been converted and presented using charts and diagrams.
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The above chart shows the data converted into percentages to allow for a clearer understanding of metrics.

Figure 1 highlights the scale of perceived values of each service, Pay and Reward and Employee Development were highly valued whilst Workforce Planning is seen as nearly redundant.

Figure 2 illustrates manager perceptions on service effectiveness. Pay and Reward and Employee Development were rated the most effective while Workforce Planning, Performance and HR Policy Guidelines received low to relatively low ratings. 

Figure 3 compares usage against high value perceptions. Resourcing appears to be under utilised despite being valued whilst Workforce Planning scores poorly across both measures highlighting a potential are of concern.
AC 2.2
1. Workforce Planning should be prioritised for immediate review, it is highlighted as lowest across usage, effectiveness and perceived value. As recognised by (CIPD, 2025f) this suggests managers either do not fully understand the purpose of workforce planning or do not recognise its contribution to achieving operational and strategic objectives. The People Practice team must consult with managers to identify the barriers and review current processes in place. Additional training on forecasting labour requirements, succession planning and skills planning may improve both usage and perceived effectiveness
The benefit of this recommendation is improved forecasting which allows the organisation to better anticipate staffing requirements and fill skills gaps. Improved planning may also reduce costs incurred during recruitment and overall operational disruptions. There is a risk that managers resist change or view the additional training as an invaluable usage of time. Financial implications include training costs, employee time spent for attendance and the resources needed to implement change. Despite this improved workforce planning may deliver long term savings through streamlined resource allocation and reduced labour shortages.
2. Resourcing services appear to be drastically under used with only 17.99% of managers identified as regular users despite 93.93% viewing the service as valuable. This suggests those who engage with the service find it beneficial but awareness may be limiting wider usage. The People Practice team should increase communication and support on how and when to engage with the service.
Increased usage could improve recruitment outcomes, reduce time to hire and allows for managers to receive appropriate support throughout the process. A potential risk is increased strain on the People Practice team with increased workload. Financially, increased communication costs can have an impact but over all improved recruitment outcomes could combat this, saving on recruitment spends over time.
AC 2.3
The data gathered from 15 section leaders reveals several themes regarding the perceptions of the People Practice function. The findings suggest that managers value the support and expertise provided but reveals there are opportunities to improve awareness of the function and the accessibility of resources.
A key theme is leaders have strong confidence in the People Practice team and over all feel supported by them. 86.7% felt the team offered helpful advice on employee matters including through the onboarding process of which 60% felt empowered by the function. A strong 73.3% of leaders felt that the team were invested in employees and work towards their development. Managers clearly trust the team and value them as a reliable source of expertise with 73% trusting in their legal knowledge.
Another positive perception, with 86.7% of leaders agreeing with is that the role and purpose of the team is clear to understand, despite this 60% believe that People Practice do not understand the business, this can highlight potential issues with trust from managers in People Practice business decisions.
A trend emerging within the data is the potential for dependency on the People Practice function. Whilst 66.7% of managers did not know where to find policies and procedures, a further 53.3% lacked confidence in handling people-related issues without support. Although 60% of respondents felt better equipped to manage people issues as a result of guidance from the team, 40% remained neutral or disagreed with this statement. Additionally 60% of leaders reported relying on the People Practice team for administrative support. These findings suggest managers may be reliant on the function for routine people matters, highlighting an opportunity to strengthen manager capability, confidence and self sufficiency.
Recommendations
1. To address the lack of confidence and self sufficiency that emerged throughout the survey, the People Practice team should assess how leaders access their policies and procedures. The CIPD (2017) supports collating the information into quick reference guides or manager toolkits that can provide quick and accessible access to frequently needed resources. Given that the majority were not able to locate the necessary resources and over half lacked confidence in handling people related issues independently, improving accessibility may help to reduce the reliance on the People Practice team for common issues.
Implementing this recommendation can result in improved leader confidence, a greater overall consistency in decision making and reduced strain on the People Practice team for administrative tasks. This may in turn improve compliance by ensuring leaders can access accurate, legally sound information when making people related decisions. Launching and maintaining these types of projects could however be a significant time investment for the team, employment and legal changes happen frequently and its imperative they are maintained and updated to remain compliant and ensure leaders are following the correct information as backed by Taylor & Armstrong (2026). Financial costs could be incurred in the set up process both directly and indirectly from staff time investment however these may be off set over time through improved efficiency and reduced dependence on the team.
2. The findings suggest that whilst managers value the expertise of the team, over half do not believe the function understands the business. Ulrich (1997) highlights the importance of HR acting as a strategic business partner and to address this several tools can be implemented to increase visibility within operational departments such as regular departmental meetings, job shadowing and townhall meetings. By increasing exposure to operational challenges and priorities the People Practice team can demonstrate commercial awareness and build stronger relationships with managers.
The benefits of doing so would include increased trust between leaders and the team and overall improved collaboration. It would also benefit managements engagement with People Practice initiatives and strengthen the functions reputation within the organisation. The main risk is time investment, there would be an additional commitment required from the team, leadership and the wider organisation for attending meetings and participating in engagement activities which could potentially impact daily operational duties. Improved working relationships could however deliver long term benefits that would outweigh these costs. 
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Fig 2. Manager Perceptions of Effectiveness
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Fig 3. Service Usage vs Percieved Value
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