3CO01 Business, Culture and Change in Context
Q1.	Examine two key external factors that are likely to impact Gearspan Ltd. (AC 1.1)
In order to examine the external factors that may impact Gearspan, I would use the PESTLE analysis. PESTLE uses six external factors – Political, Economic, Social, Technology, Legal and Environmental – to determine specific areas that influence an organisation (CIPD, 2025). For Gearspan, two of the factors that could influence its strategic direction and operations are Economical and Technology.
Firstly, economical factors such as, inflation and the rise in cost of living are likely to impact Gearspan as, with 35 retail stores and 120 garages, the increase in costs and wages could significantly affect profitability. Gearspan’s plans to introduce 40 fleet vans will also bring additional expenses, including fuel, insurance and equipment. Additionally, customers experiencing financial difficulties may delay their vehicle maintenance or reduce purchasing accessories, therefore, decreasing Gearspan’s profit even more. However, entering a new market and gaining further contracts could provide a more consistent income, helping to offset fluctuations in consumer spending.
Another important external factor is the advancement of technology. With plans to expand its services, Gearspan must ensure its resources and equipment are up to date to maintain their high quality of service. However, introducing new technologies may require significant investment in equipment and employee training, particularly, ensuring its technicians have the necessary skills to maintain modern vehicles and operate new diagnostic tools. Furthermore, its 35 retail stores must adapt their inventory to meet customer demand for modern technology, such as dashcams and electric vehicle accessories. By embracing technological changes, Gearspan could attract new customers, remain competitive and expand its services to accommodate modern commercial fleets, directly supporting its organisational goals.
Q2.	Discuss the two organisational goals set by Gearspan Ltd, including how the organisation can plan effectively to achieve them and why planning is necessary. (AC 1.2)
The Executive Team at Gearspan has set two organisational goals for the next 12 months: expanding services by launching a fleet of 40 mobile vans to deliver home and workplace maintenance and entering a new market by securing contracts to service fleet vehicles. To plan effectively, Gearspan could use the SMART framework to set clear and effective direction to achieve their goals (Waite et al., 2021, p.12).
To achieve its goal of introducing 40 mobile maintenance vans, Gearspan must establish a realistic budget, identify customer demand and ensure sufficient resources are consistently available. This could include recruiting skilled technicians, purchasing vehicles and suitable equipment and setting deadlines for a phased launch. For the second goal of entering a new market, effective planning requires conducting thorough market research to identify potential customers and competitors, establishing competitive pricing models and clear targets for securing contracts. Also, Gearspan must also assess whether its existing 120 garages have the capacity and workforce to manage additional demand without affecting their current services.
By planning effectively, Gearspan can monitor progress and identify areas requiring improvement to help make informed decisions, minimise disruption and increase its chances of achieving sustainable business growth (Waite et al., 2021, p.14). Planning is necessary as it allows Gearspan to manage financial risks, establish realistic timescales and coordinate resources across departments, therefore, reducing uncertainty and ensuring employees understand their responsibilities in achieving the organisational goals.
Q3.	Discuss:
a.	the products and services that Gearspan Ltd offer
and
b.	their main customers. (AC 1.3)
Gearspan operates across the automotive and cycling sector offering a wide range of products and services across its 120 garages and 35 retail stores nationwide. Gearspan’s retail stores provide a selection of essential vehicle and cycle spare parts, alongside functional accessories such as dashcams, satnavs, child car seats, roof boxes and cycling equipment. These products aim to meet customers’ needs for any vehicle maintenance, safety, convenience and leisure activities they require.
In terms of services, Gearspan’s garages offer a range of vehicle maintenance and repair services, including routine servicing, roadworthiness testing and component replacements, such as, tyres, batteries and gearboxes to help keep their customers’ vehicles safe and reliable. Gearspan also has plans to introduce mobile maintenance services, providing customers with greater convenience and accessibility.
Gearspan’s primary customer base comprises individual retail consumers. These customers include motorists requiring car maintenance, testing or motor accessories, as well as cyclists purchasing replacement parts, safety gear or cycle wear and families purchasing safety equipment for their children or other specialist products. Gearspan aims to expand its customer base by securing additional contracts targeting commercial business clients. This new target market includes corporate fleet managers and businesses requiring regular fleet vehicle servicing and maintenance, potentially providing Gearspan with a more consistent source of income.
Q4.	Review the range of technology that could be available to the people professionals working at Gearspan Ltd and how these could be utilised to improve working practices and collaboration in the expanded organisation. (AC 1.4)
With 120 garages and 35 retail stores nationwide, the use of technology is vital to effectively manage and connect a geographically dispersed workforce of 5,000 employees (CIPD, 2024a). Currently, The People Team use a Human Resource Information System to manage employee information, attendance, analytics and reporting. To optimise its daily operations and expansion, Gearspan could introduce Employee Self Service to their current HRIS to allow remote technician, garage staff and retail assistants to submit annual leave, log attendance and update personal data through mobile devices, therefore, reducing administrative duties from the People Team.
Another useful technology would be an Applicant Tracking System, allowing the People Team to streamline recruitment processes, especially with Gearspan’s proposal to introduce 40 mobile maintenance vans, giving the People Team more time to focus on other priorities. Additionally, online learning platforms could provide consistent training opportunities across different locations, giving Gearspan’s employees the convenience and flexibility to develop their required skills and knowledge remotely or in person whenever they desire (PeopleHR.com, 2024). However, practical training may still be necessary for certain technical roles.
To improve collaboration across Gearspan, platforms such as Microsoft Teams or an internal intranet could be implemented to enable staff and teams to communicate effectively, share documents and collaborate easily across different locations (CIPD, 2024b). This could improve communication between teams, reduce unnecessary travel and help staff work more consistently across different locations.
However, introducing new technology may involve significant costs, employee training and data security considerations (CIPD, 2024c). Gearspan must ensure that confidential employee information is safely protected, in line with GDPR regulations, and that employees receive sufficient support to use the new systems effectively (CIPD, 2024d). Not only would this maximise the benefits of the new technology but ensures reduced employee uncertainty and encourages successful adoption.
Q5.	Define what is meant by ‘workplace culture’ and why it will be important to foster an appropriate and effective workplace culture in Gearspan Ltd to support achievement of their organisational goals. (AC 2.1)
Workplace culture refers to the shared values, beliefs, attitudes and behaviours that influence how all employees interact, communicate and carry out their responsibilities within an organisation. It shapes employees’ experiences in their working environment whilst also contributing to organisational performance (CIPD, 2022a).
One of the most widely used models of workplace culture is provided by Edgar Schein. This model identifies three levels of culture: artefacts, the visible aspects of workplace culture; espoused values, which represent the organisation’s beliefs and principles; and basic underlying assumptions, which are the embedded beliefs influencing employee behaviour (Waite et al., 2021, p.28).
Focusing on Gearspan, the artefacts include its hierarchical structure, working environments and quarterly employee forum. The espoused values being career progression and creating a “family feel” environment. By consistently demonstrating these values in practice, Gearspan could develop and encourage underlying assumptions of mutual respect, teamwork and trust throughout the organisation (CIPD, 2022b), therefore, resulting in a more supportive and productive workforce aligning across their 5,000 employees and working locations.
Fostering an appropriate and effective workplace culture will be particularly important for Gearspan, especially as they aim to introduce 40 mobile maintenance vans and enter new fleet servicing contracts. These organisational changes will require their employees to adapt to new responsibilities, working environments and processes so having that open communication and encouraging collaboration will help employees embrace and understand these changes, ultimately, helping employees feel supported and confident throughout the transition, rather than apprehensive or resistant to change. It would also help employees across Gearspan work towards consistent service standards.
In conclusion, having a positive and effective workplace culture would help Gearspan achieve its expansion plans whilst ensuring employees remain supported and motivated.
Q6.	Explain how Gearspan Ltd functions as a whole system and how the work and actions of the people professionals at Gearspan Ltd could impact the organisation. (AC 2.2)
The term “whole system” refers to organisations operating as an interconnected collection of departments, people, processes and resources that work together to achieve shared organisational goals (Waite et al., 2021, p.34). Any changes or decisions that are made within one area, can have a wider impact on the overall performance and effectiveness of the organisation. McKinsey’s 7S Framework identifies seven elements that need to align in order for organisations to operate effectively: Strategy, Structure, Systems, Shared Values, Style, Staff and Skills (Waite et al., 2021, p.34).
Gearspan operates as a whole system as, firstly, its strategy includes introducing 40 mobile maintenance vans and securing fleet servicing contracts. Its hierarchical management structure connects the Executive Team to garage and retail managers, whilst its HRIS and operational procedures form its systems. The remaining elements are represented through Gearspan’s inclusive, family-orientated values, leadership style and training and development opportunities. These elements all must work together to achieve their operational goals successfully. At Gearspan, the Executive Team sets growth objectives, whilst finance, retail, garage staff and the People Team must work together to deliver them.
The actions of Gearspan’s people professionals could directly influence whether its expansion succeeds. For example, introducing 40 mobile maintenance vans will require appropriate staffing and upskilling, so it is the People Team’s responsibility to recruit effectively and provide any relevant training to both new and existing staff to ensure, not only a smooth transition but a capable and confident workforce and improved customer satisfaction. However, poor recruitment decisions or inadequate training could result in increased workloads, delays in services or additional costs for the finance department (CIPD, 2025a).
The people professionals’ work and actions also influence employees’ experiences through fair treatment, consistent policies and wellbeing support. Currently, the People Team handle any whistleblowing and sexual harassment reports through a designated inbox. Ensuring these reports are handled appropriately and confidentially could build trust and reinforce Gearspan’s inclusive values as, conversely, mishandling concerns could damage morale, retention and organisational reputation.
In conclusion, this shows how the People Team can influence different areas of Gearspan and why its decisions are important to the organisation as a whole. It is their responsibility to listen to employee feedback carefully and communicate clearly to help create a safe and trusting environment that Gearspan’s staff can rely on.
Q7.	Explain why it is important that any changes made to achieve the two new organisational goals are planned and effectively managed. (AC 3.1)
Ensuring changes are planned and managed effectively is important because both Gearspan’s expansion goals will directly affect employees, costs and customer service. Without a coordinated approach, employees may experience uncertainty, operations could be disrupted and could harm organisational performance, engagement and wellbeing (CIPD, 2026a).
Kotter’s 8 step change model provides a useful framework for managing this transition by creating urgency and sustaining change. This model helps promote clear communication, employee engagement and a shared vision throughout the process (Waite et al., 2021, p.38). To plan effectively, Gearspan could create that sense of urgency by explaining why mobile servicing and fleet contracts are important, then build a guiding coalition involving the Executive Team, the People Team and garage managers by sharing a clear plan whilst welcoming employee concerns. The use of the quarterly employee forum to seek this feedback could also help build trust company wide and identify concerns early (ACAS, 2026a).
For Gearspan’s goals of introducing 40 mobile servicing vans and gaining fleet maintenance contracts, careful planning would allow Gearspan to budget for and establish the relevant recruitment, employee training, new equipment and operational procedures without disrupting existing garage services. Entering the fleet servicing market will also require Gearspan to assess its garage capacity and staffing levels to ensure it can meet contractual commitments without affecting existing customers. Removing these barriers not only reflects Kotter’s framework but reduces the risk of costly delays or damage to customer relationships and its reputation.
Following Kotter's model, Gearspan could initially pilot a smaller number of vans to identify any problems early and make improvements before expanding further. Recognising and celebrating these early successes would reflect Kotter's idea of 'short-term wins' (CIPD, 2024a), helping build employee confidence and support for the changes.
In conclusion, keeping employees informed and involved throughout would reduce uncertainty and resistance (ACAS, 2026b), helping them feel more confident with their new responsibilities or in new roles. Overall, effective change management is vital to maintain service quality and improve Gearspan’s chances of achieving both goals.
Q8.	Consider the importance and role that the people professionals at Gearspan Ltd could play during the changes related to achieving the new organisation goals. (AC 3.2)
When changes occur, it is the People Team’s responsibility to ensure its expansion is successful without overlooking employees’ needs. People professionals play an important role in supporting the planning, communication and implementation of organisational change, ensuring employees are supported throughout the process rather than simply dealing with the consequences (CIPD, 2026b). There are a number of different roles that people professionals undertake to ensure change is introduced and managed appropriately (Waite et al., 2021, p.39).
Firstly, one responsibility could be acting as advisers to the Executive Team and garage managers (Waite et al., 2021, p.39). By using their HRIS data to review staffing and absence, and discussing skill levels with managers, the people professionals are able to identify whether Gearspan needs to recruit more technicians or train existing employees before launching the mobile maintenance vans. They can also help plan for the additional staffing and working arrangements required to service fleet vehicles. Doing this should reduce skills shortages and service disruption, and minimise the pressure on current staff (CIPD, 2025b).
Secondly, people professionals could also act as communicators and facilitators. It is then their responsibility to explain how roles may change, support managers with conversations and gather feedback or concerns to measure progress. Gearspan could use its quarterly employee forum to gather feedback, address any concerns and ensure employees feel involved in the decisions affecting them (ACAS, 2026c). As a result, effective consultation could help maintain trust and motivation within Gearspan during the expansion as employees are aware of what is expected of them.
Another important responsibility could be acting as a ‘critical friend’ and compliance guardian (Waite et al., 2021, p.39). In this role, the People Team should ensure decisions are consistent, fair and inclusive, as well as, challenging any unrealistic deadlines to remove those additional pressures from staff. Also, with the introduction of mobile servicing, people professionals may also need to work alongside health and safety managers to review and update relevant policies, such as, lone working (HSE, no date), to ensure employees feel protected in their new working environments. They should also ensure existing policies surrounding whistleblowing and sexual harassment remain effective to maintain that safe working environment. The People Team could also monitor absence, turnover and employee feedback to measure progress and identify any gaps where further support needed from them (CIPD, 2024b).
Overall, the people professional’s involvement is essential as Gearspan’s expansion depends on employees being prepared, supported and treated fairly throughout (ACAS, 2026d). By addressing employee concerns and working closely with managers, the people professionals can help reduce disruption, maintain a motivated workforce and protect employee wellbeing. 
Q9.	Discuss how the changes related to achieving the new organisation goals could impact people working at Gearspan Ltd. (AC 3.3)
Gearspan’s plan to launch 40 mobile maintenance vans and service fleet vehicle will bring major changes for its 5,000 employees. While this expansion will help the company grow and develop skills, they will also alter work routines, job pressures and employee wellbeing. Kubler-Ross's Change Curve could help explain how Gearspan's employees might emotionally respond to the changes being introduced (Elisabeth Kubler-Ross Foundation, no date). Some responses may be, shock, denial, frustration, experiment and acceptance (Waite et al., 2021, p.39).
Introducing mobile vans will mostly affect the technicians, as they transition from working in the garage to independently on the road. This change may initially cause anxiety about extensive travel and working alone as despite giving the technicians independence, they lose the day-to-day support of working alongside colleagues, therefore, potentially making them feel isolated. On top of this, travelling between appointments can make finishing times harder to predict, ultimately affecting their work-life balance so ensuring the appropriate systems are in place to track working times is crucial to avoid burnout and ensure compliant to The Working Time Regulations 1998 (Legislation.gov.uk, 1998). Also, the technicians will also face new health and safety risks from working outdoors in unfamiliar places and unpredictable weather (CIPD, 2026), so ensuring the appropriate training and support is in place will minimise this anxiety and allow employees to become more confident with their new responsibilities and to accept to these changes.
Secondly, taking on fleet maintenance and servicing contracts could add additional pressures on garage staff and managers if it means more vehicles and tighter deadlines. Businesses usually want their vehicles serviced outside of normal working hours, meaning staff may have to work evening or weekend shifts to meet their corporate client’s expectations. These changes require a careful plan and effective communication to ensure frustration levels are lowered and any disagreements are dealt with promptly.
Ultimately, this expansion could offer career progression and training opportunities so keeping employees informed and providing support can help make the transition easier and maintain that “family feel” throughout Gearspan. 
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