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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)

Careers Wales is a functional-hierarchical organisation as branches of the hierarchy are focused to achieve specific business functions such as people development, services to young people etc. The organisation structure supports with delivery of different service contracts while providing centralised functional support. For example, Careers Wales has three service contracts – Post 16, Under 18 customers in education and Education Business Support. A functional – hierarchical structure naturally supports a clear hierarchy for each contract, focusing on the achievement of goals for that function as set out in the contract from Welsh Government.

Taylor and Woodham (2022) suggest advantages of such a structure include clearly defined roles for employees and managers, definite responsibilities focusing on the achievement of set goals for that function that contribute to the overall organisational aims and objectives. Leavitt, H (2003) states hierarchies provide practical and psychological value, “fulfilling our deep needs for order and sensitivity”.

Disadvantages include silo working with information only being retained within functional areas. Reduced cross functional working and the inability to react quickly to change “can result in resistance, making change slower and more costly to achieve” (Taylor and Woodham 2022 p.56). Communication can also be disrupted resulting in slower innovation and idea generation from bottom to top and delayed change implementation from top to bottom. Structures with many layers can lead to reduce employee’s engagement, reduced motivation and productivity and increased absence.

Good leadership can prevent these feelings of disconnection and many companies such as GE, SONY and IBM have demonstrated their ability to be flexible and responsive to their changing environment, despite their hierarchical structure. Leavitt, H (2003).

Alternative flatter structures exist, such as projectized organisational structures, these are used where outcomes are predominantly delivered through projects. Cristobal, J Fernandez, V and Diaz, E (2018) described projectised structures as structures made up of “temporary teams that are created to perform particular tasks and disappear after achieving the established goals.” Software development organisations, construction companies and L&D organisations are often structured this way.

Some innovative businesses also encourage ‘spin off projects or start-ups around a particular idea using specialists to achieve a given goal and once achieved revert back the original organisation. Alphabet is a good example of this, Taylor and Woodham (2022) state the approach “encourages innovation and gives freedom to establish and run the project in a way that is not bound by the original company”. (Taylor and Woodham, 2022. p.58). However, if poorly managed, this structure can lead to confusion, lack of direction and misunderstanding of organisational goals and objectives.


1. 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)

Career Wales’s strategy document, Brighter Futures, outlines how Careers Wales aims to support young people and adults in Wales to develop a brighter future. It aims to do this by providing access to “high quality, impartial careers support that makes a positive impact on individuals educational, economic and wellbeing needs”. Careers Wales (2001a). This document is a planned strategy “whose objective has been defined in advance, and whose main elements were developed before the implementation of the strategy commences. (Lynch, 2003)

When creating the strategy Careers Wales listened to stakeholders, customer wants and needs, alongside Welsh Government policy aims and objectives. The strategy was developed with support of external experts by analysing data collected from within the organisation and externally. The draft strategy was shared with stakeholders and customers for consultation to ensure stakeholders and service users have an input into the strategic process.

To develop a strategy, tools such as SWOT, PESTLE, Porter Five Forces and integration strategies can be used. These tools allow developers to consider internal and external forces, strengthen market position and better control business and supply chains. The outcome of this analysis “reveal important factors and considerations in generating various strategy options”. Taylor and Woodham (2022)

When implementing the new strategy Careers Wales followed a communication plan ensuring all functions were able to align the services delivered to the company strategy. The link between the strategy and service delivery is closely aligned.
As suggested by Taylor and Woodham (2022) once the strategy is formed, delivery teams use it to develop their individual business plans which outlines what will be achieved and how it will be delivered. 

Included in the wider strategy is a digital strategy, this describes how Careers Wales aims to “create digital services that meet customer need, enabling them to create brighter futures which are supported by a skilled, agile, engaged and collaborative workforce”. Careers Wales (2021b). This strategy was developed due the changes in the way customers wish to access Careers Wales services, by analysing customer behaviour and needs via user research the strategy was developed to expand the delivery channels offered. 

During the covid pandemic the need for digital support increased dramatically, this change in customer demand was responded to quickly with changes to the digital strategy which led to new digital services such as video interviewing, digital job bulletins and digital funding application portals. This is a good example of how the strategy connects well with the organisation’s services and customers.


1. 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)


There are many factors and trends impacting on Careers Wales currently. Recently, the provision funding streams have changed in Wales, for example, ESF funded programmes have ceased, but new provision has been developed due to SPF funding. As the gateway to employability Advisers must have an excellent understanding of the support available to signpost customers to the most appropriate provision. This change has occurred due to Britain leaving the European Union, its impact could be seen as positive and short term as new provision could replace previous ineffective programmes, or negative as impactful ESF funded provision is lost. Welsh Government (2023). This change means that Careers Wales must focus on building new relationships with new provision providers, Careers Wales must ensure all Advisers are aware of the new provision and the support it can provide Careers Wales customers. As an impartial organisation Careers Wales also support local authorities in accepting bids for finding to ensure no duplication takes place while gaps in provision are filled. For example, Carmarthenshire County Council (2023).

In the last year Careers Wales have identified a change in the type of customer seeking their support. The number of customers who are employed and seeking a career change has increased. CIPD (2023c). This is a positive impact, as the number of customers accessing the service has increased steadily. It is hard to predict whether this is a short term or long-term impact, this will probably depend on whether Careers Wales can offer a service which meets the cohorts needs. As result of this change Careers Wales have developed a Career Review package of support, which focuses on improving customers self-awareness and confidence to make a change, including new tools such as psychometric testing. Working Wales (2024a). It has developed more appropriate marketing to support this identified group and has developed deeper links with providers who offer training to customer in work e.g. micro credentials and PLAs.

As the sole access point to Welsh Government ReAct+ funding Careers Wales has been impacted by the introduction of the digital ReAct+ Portal. Working Wales (2024 b). The introduction has been problematic while the portal is a minimal viable product, but the impact while currently negative will be short term. Careers Wales has had to prioritise ReAct+ customers ensuring no applications are lost using the new portal, this has meant adviser have to spend more time with each customer, helping them apply on the self-service portal.


1. 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)


New technologies can have a positive impact on the world of work, but organisations need to introduce new technology carefully and people professionals should be integral to this introduction to ensure success for the organisation and its employees.

CIPD state “the impact of new workplace technology on people’s jobs and working lives must be considered, particularly as this will only increase in future as technology plays a greater role in modern work.” CIPD (2020)

“While technology has the potential to replace or undermine jobs, the CIPD’s recent research suggests that the positive impact – in terms of job enrichment and creating new professional development opportunities – tends to outweigh the negative” CIPD (2020).

Initial fears are that jobs will be lost, but as some job roles decline, with the introduction of new technologies new job roles appear. This does mean workers need to be flexible and able to retrain and learn new skills as required.

CIPD’s People and Machines research provides evidence that while there are risks for now, these new technologies are “creating slightly more jobs than they are destroying. Employers reported that workers whose jobs are affected by AI and automation tend to see an increase in their autonomy, job complexity and are better paid”. CIPD (2019)

Negative impacts of new technology could include more remote working, resulting in individuals losing connection with the organisation and colleagues, experiencing feeling of isolation disengagement. Individuals who are resistant to change may refuse to develop the new skills and knowledge required to deliver the new roles expected, which may lead to some individuals losing their job and struggling to find future employment.


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

Deal and Kennedy (1982; 4) described organisational culture as the “way we do things around here”, while Schein suggests “it encompasses the common practises, attitudes behaviours, beliefs and values that are shared between organisational members”. King and Lawley (2022)

Schein’s model describes culture as an iceberg, the model presents the organisational culture in three levels, with the top third appearing above the surface. The aspects on show above the surface are relatively easy to change, these are physical aspects such as buildings, uniforms etc but Schein suggests these have the least significance.

The most important parts of culture are hidden below the surface, they are harder to access and the deeper they are, the more significant they are. Culture becomes more ingrained as one moves down the iceberg, and members become less conscious of it; making them harder to change, but of greater impact.

Schein suggest the middle third represents the beliefs or values of the organisation. These are usually introduced by the leader and passed down through mission statements and strategy.  The lowest third represents the values and assumptions held, Schein suggests these underlying assumptions are the essence of culture.

Schein’s model was one of the first models of organisational culture and recognised changing culture is a complex process. Schein believed that culture is heavily influenced by leadership, and although not easy, it is possible to change an organisations culture.

According to Maslow (1943) motivation is result of an individual’s attempt to fulfil five basic needs. He described a five-tier model of human need, starting with physiological or survival needs at the bottom including food, water, shelter, security, and safety, moving on to psychological needs such as belonginess, love, esteem and accomplishment, leading to self-actualisation where self-fulfilment is obtained.

[image: Maslow's Hierarchy of Needs]
Maslow's Hierarchy of Needs (simplypsychology.org)


Maslow believed individuals must move up the hierarchy, for example once the physiological needs were met, e.g. food, water, housing and safety was secured, one could then move to meet their psychological needs by securing belongingness, intimacy friendship and trust, allowing progression to achieving self-esteem through self -worth, accomplishment, respect. Achieving these would then ultimately lead to self-actualisation, the realisation of one full potential. Maslow (1943) describes this level as “to become everything one is capable of becoming”. Simply Psychology (2014)


1. 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)

At Careers Wales absence reporting is outsourced to an external agency. CIPD (2022) suggest some organisations prefer to outsource their analytics. E. ON is an example of an organisation who have used people analytics to tackle employee absence. Vulpen (2024)

Previously, when an individual needed to notify the organisation that they were unwell and unable to attend work, the process designed by the HR Team ensured individuals notified their line manager. With the new process individuals ring an external company who then email the line manager with the information.

This new practice has resulted in a change of behaviour and culture within the team. As the individual does not need to speak to their line manager directly absence has increased and the awareness of how their absence effects the rest of the team has decreased. A feeling of ‘it’s not my problem’ seems to have developed. Also now line managers are not notified until much later in the day meaning teams often don’t know where their colleague is, why they haven’t turned up for work etc, creating frustration and even anger, especially as customers have turned up at the office to see the individual, with no alternative resource put in place to support the customer, as no one is aware the individual has phoned in sick.

The HR department explained the advantages of the system as quicker notification to line managers and reduced absence as the agency will ask a lot of pertinent questions. In practice this has not been the case with absence raising especially with conditions such as colds, bugs etc, whether the individual is off for a couple of days.

The HR team has changed how they support line managers with absence review meetings. An absence review meeting takes place when an employee’s absence level has reached a concerning level. It is an escalation of the absence procedure. Previously HR attended these meetings, this review indicated a change in the gravity of the situation.

HR no longer attend these meetings. This has resulted in employees not understanding how serious their absence is. This change has left line managers feeling unsupported and frustrated and an increase in absence levels has been experienced. CIPD (2023e) suggest line managers are key to managing long-term absence, ideally as part of a case management approach with HR and occupational health.

This change has released the HR team from attending meetings, but time saved does not seem to outweigh the time lost through increased sickness levels overall.


1. 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).

Moran and Brightman (2001) defined change management as “the process of continually renewing an organisations direction, structure and capabilities to serve the ever-changing needs of external and internal customers”.

Lewin (1974) describes change in three stages: Unfreeze – Change – Refreeze. 
Unfreeze explores why there is a need for change. This is where communication is shared about the likely change, providing the opportunity to discuss and deal with any doubts or concerns.

Change is where the change happens. Clear communication is very important reminding everyone of the benefits of the change and giving individuals the space to come to terms with the change.

Refreeze is where the change is now the norm. Support and training are important in this stage. It’s essential that individuals don’t revert back to the old way. Celebrating success is important building the team’s confidence so that they can achieve change again if required.

Lewin’s model is widely recognised and tested and can support proactive and reactive change, however it can be viewed as too simplistic and relates to top-down management. It also assumes stability which isn’t always the case in today’s modern business environment. However, CIPD (2023) suggests Lewin’s three steps may be useful to understand small-scale changes and to emphasise the importance of embedding changes.

McKinsey 7S Model focuses on the strategic aspects of change management. It identifies seven key factors that can influence organisational change. These are shared values, strategy, structure, system, skills, staff and style. These interconnected elements impact on each other during change. All must work towards the same goal if change is to be successful. 

The model can diagnose problems and support improvement. It views change as on ongoing process rather than an isolated event. It can assess and monitor change and considers both hard and soft elements. 

Limitations of the model includes the lack of consideration for the individuals going through the change, particularly the psychological impact and the model is time consuming when used effectively, as high levels of data need to be produced and analyses. 
CIPD (2022) suggests the McKinsey 7S model “it is most useful for organisations that either already have change plans developed or wish to assess the effectiveness of change projects that have already been implemented,” and Masfi & Sukartini (2022) found Mc Kinsey 7S Framework model is the most effective model for measuring performance of an organisation. 

1. 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)
The Kubler-Ross Change curve identifies the different emotional stages an individual experiences when going through a dramatic change.

As the model has evolved the stages can be interpreted in different ways but stages usually include:

1. Shock – feeling of disbelief.
2. Denial – ignoring the situation.
3. Anger – powerless, blaming others.
4. Bargaining – uncertainty, trying to find a way out.
5. Depression – feeling powerless, hopelessness sets in 
6. Acceptance – starts to come to terms with the situation.

The model allows managers to identify where individuals are on the curve when experiencing change. Everyone is different and moves through the curve at a different rate, this allows managers to provide different types of support depending on where the individual is on the curve at any given time.  

The model has many advantages. It is predictable, it facilitates understanding and communication, allows for greater awareness and empathy and supports managers in preparing for change. However, the model assumes the change is threatening and negative, not all individuals follow the curve, managers can be less prepared, especially if individuals experience emotions not included in the model, and it can also encourage managers to forgive poor behaviour as they associate it with the emotions related to change. It can be difficult to identify where an individual is on the curve, and it assumes eventually the individual will accept the change.

Ikiseh (2018) explains using the curve model should support individuals to pass through the initial stages of shock and denial and move forward to accepting the new norm. Ikiseh (2018) states the model will remind organisations about the importance of communication and how communicating this change process on time to employees can impact positively on the organisational change”. Understanding and expecting the change will help individuals accept and the embrace the change before it takes place.

CIPD (2023) states 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.”

1. 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)

Health and Wellbeing at work has become increasingly important and are significant factors that new candidates consider when seeking employment with the organisation. Factors such as “mental health, flexibility and family policies are crucial for keeping internal talent and attracting new talent” People Management (2024)

While creating a positive environment, good health and wellbeing at work can reduce stress and “act as an enabler of employee engagement and organisational performance” CIPD (2023).

Morally many organisations agree they have an obligation to look after their employees, creating a healthy environment where employees can thrive, feel they belong and reach their full potential. This impact can overflow into better customer relations, strong collaboration with partners and positive impacts on the wider community.

It also makes business sense where “investing in employee wellbeing can lead to increased resilience, better employee engagement, reduced sickness absence and higher performance and productivity.” CIPD (2023).

This evidence shows wellbeing at work is important and the CIPD 2022 Health and Wellbeing at Work survey identified the top three benefits of employers increasing their focus on employee wellbeing:
· A healthier and more inclusive culture.
· Better work-life balance.
· Better employee morale and engagement.

For Health and wellbeing initiatives to have a real impact it is important that it is embedded throughout the organisation, through its culture, strategies, and people. If organisations put standalone initiatives in place to tick wellbeing boxes such as counselling lines, gym discounts etc it is unlikely to have a real impact.

Many factors effect wellbeing and CIPD have identified seven domains of employee wellbeing, these include:

Health including physical health, physical safety and mental health.
Good work including good working environment, good line management, fair work demands, autonomy, change management and fair pay and reward.
Values and principles including good leadership, high ethical standards and a commitment to inclusion and diversity.
Collective/social including employee voice and positive relationships.
Personal growth including access to career development and lifelong learning. opportunities, emotional support, and opportunities for creativity.
Good lifestyle choices including physical activity and health eating.
Financial wellbeing including fair pay, retirement planning and financial support.

Organisations must consider all seven factors when introducing health and wellbeing strategies and embed the culture of wellbeing throughout the organisation to achieve the most impact and organisational gain. ACAS also recognise the importance of training managers to talk and listen sensitively, to have a knowledge of mental health and wellbeing and the organisation available to offer support if needed.


1. 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)

When considering how an organisation interacts with employees it can be useful to consider the journey an employee travels while employed by the organisation. Waite et Al (2021) suggest “The employee lifecycle model is an effective visualisation that’s helps an organisation understand how employees engage with the business.”
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People professionals need to understand the lifecycle and how it impacts on their roles, their people, and the success of the organisation.

People professionals are usually heavily involved in the recruitment stage of the life cycle, with some larger organisations having specific recruitment roles/teams within their people function. “Effective recruitment is crucial for every organisation in order to attract the right people for the right roles at the right time” Taylor and Woodham (2001).

Resource Managers assist work force planning supporting senior managers by defining the need, type and number of roles needed. To ensure the organisation attracts the right talent people professionals will identify the skills and experiences required in the role through job analysis, developing a job description and personal specification, in line with organisational design reflecting values and strategy developments.

In large organisations Talent Acquisition Managers will decide how the vacancy will be advertised, paying particular attention to how the organisation will attract a diverse pool of candidates and Recruitment Mangers will decide on methods of selection and the timescales involved. They will lead on shortlisting applications, arranging interviews, assessment centres and ability or personality testing. Managers will also ensure key requirements and legislation are adhered to during recruitment and selection. Under the Equality Act 2010 organisations have a legal responsibility to ensure practises are fair and no discrimination takes place and people professional should consider the equality, diversity, and inclusion implications of all elements of the recruitment and selection process.

During an employee’s development stage of the life cycle the learning and development team support “employees to become more competent in their roles, enhancing and developing existing or new knowledge, skills and behaviours”. Waite et Al (2021). This support aids productivity, improves quality, increases motivation, and encourages good staff retention.

The people practice function impacts on all aspects of the cycle, including separation. Whether the employee leaves voluntarily through leaving, VERS, or retirement or involuntarily through dismissal or compulsory redundancy, the people practice function, usually the HR Director or Manager, is there to ensure any separation is dealt with lawfully and respectfully. When the separation is involuntary, especially in a redundancy situation, it is important the people function identify a valid reason for the separation and follow a fair and proper procedure as outlined by ACAS Code of Practice 2021. How an organisation deals with involuntary separation “sends a message about what sort of employer you are” Taylor and Woodham (2001)


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

People practices should be integrated within the organisation for it to be most effective. Good people practices must be embedded in all parts of the organisation such as strategic, management, marketing, finance, and operations. Organisational strategy is influenced by internal and external factors, so it is important that people practice also fit with the organisation’s external environment, such as government, customers, employers and stakeholders. It is important that people practices are “derived from and support the wider organisational strategies” (Taylor and Woodham 2001), and the organisations purpose and values.
People practice can design structures, embed culture, and empower individuals to meet goals and improve organisational performance. Using their expertise to allow employees to reach their full potential through good health and wellbeing, proactive recruitment and selection, increased flexibility and improved diversity and inclusion.  The business partnering model designed by Dave Ulrich explains this done “through developing meaningful relationships with key people across the organisation, using data to be more evidence – based in practice and delivering a portfolio of business relevant solutions that meet the evolving needs of the organisation.”  CIPD (2023)
It is important an organisation has a good HR strategy. This is a ‘set of ideas, policies and practices which management adopt in order to achieve a people management objective.’ (Tyson, 1995). Its aim is to influence practices to improve performance and help achieve organisational goals.
There are several approaches to formulating HR strategies, examples include contingency, best practice and resource-based thinking. The contingency or best fit approach uses total reward programmes which are tailored to the organisation’s own aims and objectives, vales, business strategy and operational goals. Horizonal and vertical integration best fit approaches ensure HR strategies are vertically aligned to business strategies including the external fit, while also creating an horizonal alignment within the organisation ensuring an internal fit.
For example, if you advertise home working and flexible hours, once that employee is recruited the organisation needs to be able to maintain those conditions, while meeting customer demands externally. However, this can cause issues, especially if customer demand changes meaning employers need to be more office based.

1. 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)


It is important the people professions are aware of their internal customers and their needs. Completing a stakeholder analysis can help identify how the internal customer base is made up, the different departments, groups, leaders etc. This can help the people function decide how the groups are supported, who requires more time and support etc. There are many ways this can be done.

Within Careers Wales HR Business Partners are assigned to each directorate within the organisation. The business partner has a slot at the monthly operational manager meetings to update the managers on people practice developments but also to gain an insight to the issues and matters arising within the team. “People professionals support the employment relationship through leadership, guidance and advice on arrange of matters that effect the employees in the organisation.” Waite at al (2021).

The people function delivers a biennial employee survey. The survey aims to collect employees’ thoughts about Career Wales. The survey gives the people function the data it needs to evidence key performance indicators on employee engagement and management effectiveness relating to the goals in Brighter Futures. It has a section which focuses on how internal customers feel how the people function is meeting their needs. It asks questions about discrimination in the workplace, thoughts around wellbeing initiatives etc.

These processes create a “more structured, considered, longer term and proactive approach to the people practice activities …… as opposed to simply reacting all of the time to the latest short-term crisis that arise”. Taylor and Woodman (2001).

Other examples include, having a working group to explore how the changes of hybrid working are affecting employees and the business. The group have used surveys and focus groups to collect data about how internal customers feel about the changes and impact on their working conditions. Also, as Careers Wales prioritises wellbeing at work, the people practice function have identified Wellbeing Champions in each team. The HR lead and the wellbeing champions meet regularly to discuss initiatives and collect ideas for the teams about current campaigns and ideas for future campaigns to keep wellbeing current and embedded in all our work.
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