




1. Evaluate the advantages and disadvantages of both a divisional structure and a matrix structure. Within the evaluation, you should include the reasons underpinning each structure. (AC 1.1)
Divisional
Indeed.com (2024), Pros and Cons of Implementing a Divisional Structure, states that a divisional structure is an organisation that ‘segments its employees based on products or markets, as opposed to their job role’. Some advantages of a divisional structure, also highlighted through Indeed are that divisional structures can create ‘more accountability and transparency, gain local competitive advantage, improve company culture by allowing for unique perspectives and increases offerings efficiency’. The last point allows the organisation to expand and increase their markets by utilising employees from different regions or countries, due to an organisation having multiple bases across a country or the world. These views are further strengthened by an article from Wellhub (2025), Divide and Conquer: Definition, Advantages and Real-World Examples of Divisional Organizational Structures, which states that advantages are ‘Heightened visibility, improved product quality, increased local competitiveness and enhanced company culture’. Both websites cite the disadvantages of the use of a divisional structure are increased costs, use of the local economies scale, encourages rivalries and encourages a silo mentality of teams. The advantages of having regional knowledge and networks outweigh the disadvantages as an increased cost can be negated through an expanded market and healthy rivalries can produce better markets.

Matrix
Davies and Lawrence highlight in the Harvard Business Review that a ‘matrix organization can be identified by staff reporting to two bosses rather than a single boss’. Davies. M and Lawrence. P (1978). This is further supported by NIBusinessinfo.co.uk which states that a matrix structure ‘is a combination of two or more types of organisational structures, rather than in the traditional hierarchy’. The advantages of having a matrix structure according to NIBusinessinfo.co.uk can be improved decision making through having more than one approver, a ‘breaking down’ of traditional silo barriers, improved communication across a business through collaborative working and effective resource sharing. Davies. M and Lawrence. P (1978) lists that a matrix structure has several disadvantages, one disadvantage may occur is that there is that one manager can be recognised as a direct report to a staff member whereas the other manager may not be, which can lead to anarchy and confusion among staff members. This unclear hierarchy can then lead to power struggles within teams and management staff, this in turn, can lead to friction between teams. The matrix structure can benefit organisations through collaborative working and can benefit from easier communication due to colleagues working within the same relative space which can motivate employees to achieve a higher standard of work, however, hierarchy must be clear to prevent confusion or animosity between staff.

1. Analyse the extent to which the organisational strategy in your organisation (or an organisation with which you are familiar) helps to ensure products or services meet customers’ needs. (AC 1.2)

Pembrokeshire County Council is a public organisation whose customer base is primarily the people living in Pembrokeshire and our ‘products’ are the services we provide to the people of Pembrokeshire. As a public body, our structure consists of a CEO and senior management team, however, we also have an elected cabinet who have the final say on organisational policies. 
Pembrokeshire County Council’s vision statement, contained within Pembrokeshire County Council’s Wellbeing plan for Pembrokeshire (2023), outlines our organisational goal of ‘Working together, improving lives’, and aims for collaborative working across the organisation and with the people of Pembrokeshire, to ensure their needs and services provided are met. This vision statement is further supported by our cabinet's long term goals that; ‘Pembrokeshire is a great place to live; our young people and vulnerable people are adequately supported; appropriate housing is available; Pembrokeshire County Council being a net zero carbon county; less families in poverty and thriving communities by making positive differences’. This vision statement outlines what Pembrokeshire Council are trying to achieve for the people of Pembrokeshire, through collaborative working with their employees and the community. 

According to Pembrokeshire County Council’s strategy will ‘only be effective if it reflects Cabinet’s priorities in a coherent manner, and if organisational strategic objectives are embedded in what teams across the Council do on a day-to-day basis’, within Pembrokeshire County Council, this is known as the ‘Golden Tread’. The Golden Thread aims for ‘alignment between hierarchical plans and delivery across all levels of the organisation’ and emphasises the collaborative working that is required to meet the local authority’s vision.

The authority’s strategy is being developed continuously due to external factors, such as, government funding and financial pressures. Their strategy has been planned in advance but is reviewed every year once budgets are confirmed and elected members are consulted. Due to the nature of being a public body, with elected members, our strategy is both a planned one and an emergent one. The planned strategy is currently mapped out for the next five years, however, due to member decisions, the plan can change considerably should members wish to change their strategy due to budget and political pressures.  This rapid change can mean that our strategy needs to be more reactive than planned, meaning that it will become an emergent strategy also.
As a public government body, their main goals should be the improvement in the quality of people’s lives and the local authority’s vision statement reflects the goals sufficiently due to outlining the expectations and behaviours of our employees and elected members when dealing with our customer base. 


1. Analyse the current impact of interest rates, inflation and one other external factor on your organisation (or one with which you are familiar). Identify organisational priorities arising from your analysis. (AC 1.3)

Currently, the impact of interest rates and inflation have led to a large funding gap within our organisation. The Pembrokeshire County Council’s budget statement outlines that there is a funding gap of ‘£34.1m (net funding)’ which is then projected to widen in 2025 – 2026 to £64m. This funding gap is leading to cuts across the authority which can lead to redundancies and department closures. These redundancies will affect staff morale by adding workloads to remaining colleagues or work being stopped entirely, which will greatly impact service delivery to our customers.

The Pembrokeshire County Council budget statement highlights that financial pressures have increased due to several reasons, including ‘An increase in the number of people needing our help with associated increased costs, particularly within our Schools, Children and Adult Social Care and Homelessness.’  Due to the increase in social care dependence on Pembrokeshire County Council, which accounts for an extensive part of our budget, and therefore is one of their main financial priorities which inflates every year, however, the council are not sustained by the government funding to allow for the appropriate increase in the budget which can cause detrimental effects to our education systems and hinder social care outcomes for the community.

Another priority for the local authority is the wellbeing of staff and to provide those who are facing redundancy due to decreased budgets within financially pressured areas with alternative job opportunities across the authority. Finding alternative roles within the local authority over redundancy is beneficial to both staff and the authority as it can provide ample opportunity to fill a vacancy quickly and to provide the staff member opportunity and growth within a different part of the organisation, as well as, utilising the experienced employee to a new department to allow for change, and new inspiration to increase efficient work flows throughout the department.

 

1. In February 2024, Peter Cheese, current CEO of CIPD stated, “AI is transforming jobs, careers and workplaces. People professionals have a key role to play in encouraging safe experimentation and rapid learning, so that we can reap the benefits and mitigate the risks.” Assess the extent that AI is, or could be, used in your organisation (or an organisation with which you are familiar) and assess how AI impacts work. (AC 1.4)

Thomas, H Davenport and Ronanki. R (2018), through the Harvard Business Review, note that there are three main types of AI; process automation, cognitive insight and cognitive engagement. Businesses can take advantage of all three types through different mediums, according to the Harvard Business Review, process automation handles IT tasks such as transferring data from different systems, generating and reading documents, extracting information and providing summaries. This type of AI can be useful in the HR environment due to saving time in creating policies and identifying clearer procedures. The shortfall in utilising AI in business is the information that the AI is incapable of fact checking itself and can often provide inaccurate information or out-of-date information. This can occur due to the source material the AI has, for reference and if that information has been fact checked. AI also stores all data that is inputted for later reference so can cause a breach of confidentiality if used in the generation of sensitive documents or if the information inputted is sensitive. NIBusinessInfo’s article ‘Artificial Intelligence in Business’ underpins and adds to these concerns by highlighting other shortfalls of the use of AI. These shortfalls include ‘Algorithm bias, privacy and security concerns, high costs of integration and a shortage in data experts who can maintain AI systems’. 

1. Explain Charles Handy’s model of organisational culture and explain David Rock’s SCARF theory. (AC 2.1)
HR Course Online (2024) outlines that Charles Handy’s model ‘helps leaders identify and shape the type of culture that will most benefit their organisation’ and that ‘By identifying and adapting to these cultural types, organisations and companies make more informed decisions, improve employee satisfaction, and enhance overall productivity’.
Charles Handy’s model splits organisational culture into four types; power culture, role culture, task culture and person culture. AQA’s teaching guide on Charles Handy’s model briefly explains the four cultures which are outlined in the following paragraphs.
· Power Culture is ‘A centralised culture which focuses on key decision makers. This type of culture depends on senior management or heads of the organisation to make important decisions which have an impact across the organisation. The advantage of a power culture is that there is little influence from a large group to determine the course of the organisation, however, this can lead to issues if the decision maker makes the wrong decision.
· Task Culture is dependent on ‘individuals, brought in to work on specific tasks when required, sharing ideas across functions. Task culture relies on specific people for specific tasks and encourages collaborative working to achieve their goals. An advantage of this type of culture is that the end goal is clear for those working on the task or culture, however, the decision makers may not be clear and could cause unnecessary friction between teams when different approaches clash.
· Role culture is a ‘more formalised culture with jobs having clear rules and procedures. This culture sees clear roles and responsibilities of employees, usually with clear reporting lines within their hierarchy. An advantage of this would be that decisions are often scrutinised by management teams to achieve the best outcome for the organisation
· Person culture sees employees have ‘considerable freedom to act independently’. An advantage of this kind of organisation is that decisions rest with the individual directly affected by an issue, however, this can also be a disadvantage due to there being no scrutiny check before a decision is made unless the individual seeks additional advice from colleagues.

Bitesize Learning highlights David Rock first introduced the SCARF model in 2008 and is inspired by neuroscience, particularly on the ‘theory of motivation’. David Rock’s SCARF model looks at five types of motivation; status, certainty, autonomy, relatedness and fairness and that we as individuals seek out these five things when it comes to our work. 
The following graphic from Bitesize Learning showcases the model:
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This graphic demonstrates each of the motivation types which can be threatened or replenished by certain emotions and actions. This model is particularly useful when an organisation is experiencing change due to highlighting the possible feelings of colleagues when their basic ideals are challenged but also notes how to possibly replenish one’s motivator. For example, as noted within the graphic, the feeling of embarrassment can threaten an individual’s feeling of status, however, if the individual is shown to be mutually respected, the feeling of status can be repaired. An alternate example is if a staff member is feeling micromanaged, their motivator for autonomy is then threatened. This can then be repaired if the manager works collaboratively with the employee rather than micromanaging them.

1. Assess how employee selection or employee development impacts organisational culture and behaviour in your organisation (or one with which you are familiar). (AC 2.2)
Kassu. H (2023) via Forbes, references research by McKinsey & Company that ‘a lack of development or growth opportunities led around 60% of employees to leave their jobs’. This research shows that employee development opportunities are highly important to businesses as also noted by Kassu. H (2023) helps to ‘keep talent engaged and committed by improving a workers sense of wellbeing’. This statement is further supported by Ward. C (2023) Jobs for the future through LinkedIn’s report on ‘Building an Agile Future’ argued that ‘learning is the key to resilience of an organisation'. This statement argues that employee development through an organisation’s Learning and Development team is a main driver for this change and can be achieved through a programme of course to upskill employees and provide them with the necessary information to prepare them for change.

1. An organisation is planning a change relating to hybrid working. Many employees moved to home working during the Covid-19 pandemic. Whilst this approach worked well at the time, the organisation now wants all employees to work at least two days a week on site.  Explain how Kotter’s approach to managing change could be used to successfully implement this change. (AC 2.3)

Bitesize Learning, explains that the eight-step change model ‘offers a structured approach to implementing lasting change’. The idea is that you would take the steps needed to successfully introduce a change in an organisation and if a step fails, you then start the whole process again. Bitesize Learning has provided me with the following graphic:
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Kotter’s 8-Step Change Model – Bitesize Learning

The first step is to create a sense of urgency. Bitesize Learning explains that the first step is to help your team understand why this change is necessary and to share any gathered data with them. In relation to the proposed change in this question, the first step should see the proposer for change share their data with management staff and employees to create an argument for the change to be implemented.

Step two is to build a coalition. This step would see the individual who introduced the idea of change collate a network of ‘influential people from different parts of the organisation’. These influential people can be those at a senior level or those who manage bigger teams, all of whom have different views of the organisation. Bitesize also notes that the individual views shared by these ‘influential people’ are crucial to driving change within an organisation. In this example, the next step would be to gather senior management, team managers and team members who have sway within the organisation to agree on the proposal and to start talking with their colleagues about the proposed change.

After the coalition of ‘influential people’ has been formed, step three is to form a vision. This step would see the proposer then ‘develop a clear, compelling vision of what success looks like after the change’. This would help create a plan of action to implement the change. In this example, the proposer would then create an action plan to help get employees back into the office for two days a week so the end goal is clear.

Step four is to then enlist a volunteer army. Bitesize Learning notes that the proposer should now communicate their vision widely and then encourage questions and feedback. In this instance, employee engagement events and a staff survey could be introduced to enable colleagues to express their concerns and be reassured.

Step five outlines the removal of barriers to the change and to enable action. Bitesize Learning outlines that this step is to ‘Identify obstacles, such as outdated processes, lack of resources and resistant individuals’. For the hybrid change, I believe the main barrier would be resistant individuals. The reason for this is that some find working from home much easier than working in a busy office. With this, colleagues of the individual would need to be brought onside and reassured so the individual can talk about the change with their colleagues to see if a middle ground can be met.

Step six, seven and eight all coincide with each other. Step six is to celebrate quick wins. Bitesize Learning explains that, if celebrated, ‘these early successes will build momentum and keep people motivated’. Once the change has been introduced, this step would see the ‘influential people’ celebrate teams who comply with the new change, to help bring teams onside. Step seven would see the change occur at a faster pace. Once initial successes have been celebrated, Bitesize Learning advises using these celebrations as credibility to tackle bigger changes. Lastly, step eight is to institute the change by ‘anchoring them in your organisation's culture’. 

1. Using the Kubler-Ross change curve, discuss how change is experienced. (AC 2.4)
The change curve was first introduced by Elisabeth Kubler-Ross in 1969 which according to the Elisabeth Kubler-Ross foundation was first introduced as the ‘five stages of death’. This model was used to explain the emotions of someone who has experienced ‘change, loss or shock’. The ‘five stages of death’, outlined that an individual would experience are ‘denial, anger, bargaining, depression, and acceptance. This model was later adapted to the change curve to showcase the emotions experienced when for example, a new process is introduced to an organisation. Below is an example of the change curve that I have uplifted from the Elisabeth Kubler-Ross Foun:
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Kubler-Ross Change Curve – Elisabeth Kubler-Ross Foundation 
The change curve showcases the possible emotions employees can process when a change is introduced into an organisation. The starting point is shock, which can be felt when an employee feels that the organisation is on track to meet its goals and a change is then introduced to strengthen the process, which comes as a surprise to the individual. The staff member may then proceed to deny that this change would be introduced and frustration which may see the employee express their disappointment for the new change. Once frustration has been processed, this can often lead to depression which is the lowest point in the change curve. This feeling can lead an employee to lower their work standards due to them not feeling listened to. It is at this point that an employee will either start to accept the change and then experiment with the new process to find ways of integrating it within their daily work life, or, this is the point where an employee may feel that they are no longer satisfied with their employment and may seek to leave the organisation. After the employee has experimented with the new process, this point can then lead the individual to decide if the change is an appropriate one or if this change will have a negative impact. If the individual accepts the change, they will then integrate it within their daily processes, however, should the employee feel that the change in inappropriate, this can then lead them to experience all the previous emotions again.

While employees are experiencing emotions associated with the change curve, the HR function can ease the transition by hosting engagement events and undertaking a survey to give employees a chance to express their concerns and feel listened to. This would also give the decision makers vital information to reassure staff that the change is the correct one or to be able to adapt the change to suit any overriding concerns with their employees.

1. The CIPD’s Health and wellbeing at work survey 2023 found the percentage of organisations that have a standalone wellbeing strategy has risen from 40% in 2018 to 53% in 2023. Although the percentage has increased, this means that 47% of organisations do not have a standalone wellbeing strategy.  Assess the importance of wellbeing at work and assess how good work could impact wellbeing. (AC 2.5)

Suff. R (2024) via the CIPD factsheet on Wellbeing at Work notes that ‘an effective wellbeing at work programme can deliver benefit to people, organisations, economies and communities’. This article further explains that workplaces that provide a wellbeing environment for their staff, promotes contentment and enable individuals to flourish. An organisation who have a well-established wellbeing at work programme or policy may see less staff turnover due to employees feeling nurtured and looked after when compared to organisations that do not have a wellbeing programme. Wellbeing initiatives can also improve engagement with employees and provide them with more motivation to achieve the organisation's goals. 

Naber. A (n.d.) through Gettysburg College, estimates that the average time spent in work for an individual throughout their life is 90,000 hours. This equates to around one-third of a person's average life expectancy. The CIPD Resourcing and Talent Planning Report (2024) also estimates that recruitment activity for an organisation costs between £1500 - £3000. With these facts in mind, I believe that a wellbeing at work programme can be pivotal to an organisation to drive down recruitment costs due to increased retention and for the mental and physical health of staff members.

1. Provide a brief overview of the employee lifecycle and discuss people practice roles at the recruitment, development and separation stages of the lifecycle. (AC 3.1)
The Employee lifecycle according to Access PeopleHR (2023), has seven stages. These stages are; attraction, recruitment, onboarding, engagement, development, retention and exit, which are also outlined in the following graphic:
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The attraction, recruitment, onboarding, and development stages usually involve specialised teams within the HR function of an organisation. At the attraction and recruitment stage, a specialised recruitment team undertakes project work to make the organisation an attractive place to work. Once an identified role needs to be recruited, the recruitment team will then draft a job description and advertise the role through various mediums. After applications have been received, interviews are then conducted. Interviews can include panel members from the HR function, especially if the role advertised is at a senior level. After this process, the successful candidate can then be onboarded.

During a colleague’s employment, the Learning and Development Team within the HR function can provide development opportunities to staff to strengthen their organisational knowledge and create pathways up the organisational ladder. As part of this development, the Learning and Development team can identify those who have qualities to be nurtured and give ample development opportunities to these individuals.

During the exit stage of the employee lifecycle, the HR function may undertake exit interviews to see why an individual is leaving the organisation and to gather feedback on what can be improved. 
 
1. Analyse how people practice supports organisational strategy through vertical integration and how people practice supports wider people strategies through horizontal integration. (AC 3.2)

AIHR defines vertical integration as the ‘integration of HR activities with the HR strategy, and the integration of the HR strategy with the business strategy’. Human resource professionals can utilise Strategic Human Resource Management (Strategic HRM) to align the management staff and employees to an organisation's goals. According to Peters. R via the CIPD Factsheet ‘Strategic Human Resource Management’, notes that ‘Strategic HRM provides a framework linking people management and development practices to long-term business goals and outcomes’. Strategic HRM can be used to create a framework for expected behaviours and cultures within an organisation with the organisation's goals in mind. Peters goes on to say that ‘Individual HR strategies may be shaped by the business strategy, but it’s too simplistic to suggest that strategic HRM simply follows on from business strategy – the two must inform one another’. This shows that Strategic HRM should be created alongside HR and business strategy and should complement one another.

Webster. J defines horizontal integration or ‘horizontal fit’ as ‘the alignment of HR practices with each other’. This means that HR policies should all collaborate and complement each other. The example Webster has given is that ‘recruitment policies should align with development programmes, performance management systems and compensation strategies. If horizontal integration is properly undertaken, then each policy should reference and complement each other rather than contradict each other.

1. An organisation is planning to introduce a four-day working week. Discuss the processes the people function could use to consult and engage with managers and employees to understand their needs when moving from a five-day to four-day working week. (AC 3.3)

Tracey. H (2024) via the CIPD factsheet ‘Change Management’ explains that ‘People professionals have a significant role to play in any change management process. They often act as ‘stage directors of change’ playing a critical role behind the scenes.’ Tipton. T (2024) notes some common steps an HR function can take when introducing change; ‘assess the upcoming challenge, identify key stakeholders, pinpoint potential challenges, outline desired outcomes, create a communication plan, develop a training plan and implement a sponsor plan’. Alternatively, the HR function can utilise Kotter’s Eight Tier Model to identify the steps needed to introduce the change. 

Once all these steps have been planned and communicated, the HR function can then host engagement sessions to give employees a chance to express their concerns or discuss the general policy. Evidence-based practice should also be implemented throughout the change process to aid the impact on the organisation, especially if this change has been highlighted as the best thing to do. 

During the communications stage, HR can also send out an informational survey to gauge the needs of staff and managers should this change be introduced. This information can then be used to reassess what is required to help the organisation function and to reassure managers and staff that the change will be positive. Sharing Elisabeth Kubler-Ross’ change curve and David Rock’s SCARF model with staff and managers may provide them with an understanding of the emotions experienced while going through change. These models can help managers reassure those who are reluctant to change.

After the change has been implemented, the HR function can then regularly review if the change is having a positive impact by hosting engagement events and sending out employee engagement surveys. If the change is having a negative impact, then the HR function can revert to the evidence put forward when the change was proposed and amend the change where required.
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This memorable framework from Dr. David Rock helps communicators recall the five key
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