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5CO01 
Organisational performance and culture in practice 


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)

Maximus UK utilizes a functional hierarchical structure, where the business is organised into 5 succinct divisions; Assessments, Central, Connect, Employability and Health, all centred around the provision of employment, disability, and health support services to assist people in attaining and sustaining healthy and successful working lives.
The Central division of the business provides the only finance, HR and IT function across the business and within this structure specialisation allows managers of each division to focus upon and become expert in their subject matter, with clear and concise roles and responsibilities, as described by Taylor & Woodhams (2020). This underpins the reasoning for this type of structure, where the business encompasses a wide range of both clinical and non-clinical streams across various functions and demands specialist knowledge. It is also critical where the business must comply to external expectations and legislation from stakeholder’s key to the business and where subject knowledge ensures the delivery of service to the service level agreement. In this case, the DWP has a critical role to play within how Maximus deliver their services. Where specialist knowledge within each function is an obvious advantage of this type of structure, disadvantages become apparent where change and innovation are either required or desired. Knowledge, being ring-fenced to a specialist team can be difficult to share across teams in dynamic ways of working and can mean the process of change is clunky and lengthy in execution. In addition, innovation can be challenging, as new ways/ideals of working can be stilted and lost in translation as they make their way up to decision makers and also are affected by external stakeholder involvement within the decision-making process.
The 2000’s have seen evolution to Virtual organisational structures as technological advancement has paved the way for collaborative ways of working through the creation of digital tools enabling flexible working practices.  American company Automattic, the organisation that founded Wordpress.com uses this type of structure. With no geographical boundaries, Automattic successfully operates using purely remote-based employees who work within their own flexible timeframes utilising the benefit of modern technology to communicate and coordinate work with no stop in place because of time frame differences. The obvious advantages to this type of structure are the cost savings made from minimal operating costs as well as the flexibility this type of structure affords to each and every employee which ultimately affords its own increased productivity and engagement levels. Not only this, but this type of structure opens up global networks, increased knowledge and resources, Virtual Organisational Structure (2024).


2. 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)

Whilst it is difficult to pinpoint one stand-alone definition of strategy, it essentially comes down to the planning and organisation of a company’s people, processes and practices to achieve organisational objectives. Strategy identifies a journey of where the company sits now and where it aspires to be and how it will get there. Kay (1993), describes, “The strategy of the firm is the match between its internal capabilities and its external relationships. It describes how it responds to its suppliers, its customers, its competitors, and the social and economic environment within which it operates”.  
Lynch (2003) breaks strategy down into 3 core components: analysis, development and implementation.  Analysis initiates the conversation around organisational goals through internal and external data analysis, strategic development comprises of the formulation through utilising tools such as PESTLE or SWOT and implementation involves the actual setting in place of strategy and deciding how this will be embedded into the business and communicated.
Maximus’ Employability division recently embraced emergent strategy when the COVID-19 pandemic unhinged the labour market and threw unemployment levels to unseen record highs. 
Working with the Department for Work and Pensions (DWP), Maximus utilised its knowledge of its previous contracts to organise it’s people, product, and service to meet the stipulations of the DWP in the provision of 6 months of light touch tailored employment support in a short period of time to meet the demand for employment support.  A programme of this short term nature and diverse market hadn’t been devised before.  For individuals, the effect of Covid-19 included redundancy, knee-jerk re-skilling and at best different ways of working through hybrid or home working approaches and Maximus had to consider dynamic ways of delivering with unheard of boundaries in place.   The remit of this emergent strategy was to offer compassionate employment support services that not only provided tailored re-skilling, training and job sourcing activities, but also provided holistic support services and secured funding for referrals to external specialist provisions, such as debt counselling and addiction support.
The implementation of this provision ensured 10,000 customers secured employment during the 18 months of COVID-19 pandemic through this programme, Able (2022).
 

3. 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)

Please see the table below which uses PESTLE analysis to illustrate external factors impacting Maximus and the impact/priorities highlighted from this tool.
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4. 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)

Technological impact has evolved from revolutionising machinery to output mass production in the Industrial era (Cascio 2016), to utilising digitalised information to generate and trade products and services across a global platform in the technological era we currently reside in.  
The CIPD (2021) lists 3 types of technology that impact on organisations. Artificial intelligence (AI), Robots and Automation.  
Whilst the benefits of technological advancements are many  – automation cost reductions, the efficiency of task completion, remote working impacting employee wellbeing, there is also apprehension.  This is, that many jobs will be eradicated by the introduction of machines and the recent surge of AI capable technology. Many customers are affronted by the replacement of human contact by AI, and this can often have an adverse effect on customer - organisation engagement. Indeed, not all Oganisations are fully committed to rolling out AI investment, with CIPD (2022) research, finding only “29% of UK senior decisionmakers said their organisations had invested in AI and related technologies between 2019 and 2022”, Mohdzaini (2022). 
The recent case of Mr Bates vs The Post Office, highlights how technological advancements in business operations can often have a negative outcome and inflict a huge lack of public faith, Exall (2024). In this case, sub-postmaster’s and sub-postmistresses (SPM’s) of the Post Office were made liable to personally repay financial discrepancies, which were later found to be Fujitsu reporting errors. Despite protestations of the SPMs to theft, many were left in debt, wrongfully imprisoned, with their lives ruined.
However, the current move to AI implementation, mirrors the 1990’s introduction of digital communication to the workplace, where HR has a critical role in rolling out AI training for everyone in order to keep up with the competition, Cockett (CIPD, 2023).  The CIPD’s (2021) general outlook concludes there are as many opportunities for people within organisations as there are for automating organisations. They urge organisations to take a responsible approach, ensuring that the principle that People matter underpins all movements towards future advancements. 


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

Organisational culture drives organisational performance within the business, because at the heart of any culture is the people. People are the lifeblood of organisations and the interactions they have among their working relationships; forges how organisational culture emerges.  
Shein (1985), explains organisational culture through his theory that culture can act as a barrier to change. His model, with a pyramid design, defines culture through 3 principles, Artifacts, Espoused values, and Underlying assumptions.  Artifacts sit at the top of the pyramid are the visible components of an organisations culture. The tangible attributes such as the office itself, its furnishings and technology.  These values are readily available and easy to capture but tangible data upon which can be difficult to interpret.  Espoused values make up the middle component of the pyramid, comprised of the reasons and drivers behind why we do what we do – ultimately what we can deduce.  The collation of this kind of data would be down to interviewing employees and examining documents to gather findings on these values and their relationship to culture. Underlying assumptions form the base of the pyramid.  These assumptions are many in the number, for the most part non-verbal and have the greatest effect on how organisation members, think, how they feel and what they perceive within the organisation.  
A popular model to describe Human behaviour is Maslow’s Hierarchy of Needs. This dynamic approach orders a person’s needs in hierarchical form, where when a group of needs is met, another set of needs will appear. Within a business context, the Human behaviour model can be adapted from its psychological roots and can apply to how an employee perceives their needs are being met within their organisational standing. From how they have a job meeting their basic physiological needs, to their job security and the next human need to have Belonging, where they feel a part of something with their identity defined by social interactions, terms and conditions. Esteem relates to their positioning within that team, the part they play within their role and their responsibilities. Finally, the personal accomplishment element of the need’s hierarchy defines how they feel they have achieved their own personal goals and achievements within their role.



6. 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)

Organisational culture is most commonly referred to as “the way we do things around here”, CIPD (2019). Formally, it can be explained as a shared set of beliefs and values that have been established by Management and reinforced through methods and practices, to align with organisational strategy. 
When deciding what an organisations culture should look like, Managers must decide upon the values that they will focus their attention on.  Once values have been imprinted into the strategy of an organisation, Managers must then ensure that they lead on and embody these values in every instance.
Maximus UK’s reassessment of organisational culture was shared in 2022 when it introduced its global Organisational Values, to unify the brand.  
Two new people practices have been implemented to support this.  Primarily, recruitment and onboarding practices have been streamlined, with the Interview stage reassessed to ensure the hiring of the right colleague who shares the organisational culture and values.  In addition, the onboarding process has been redesigned to ensure a faster and more consistent onboarding experience is enjoyed by all new starters. Improved Recruitment processes and onboarding techniques have increased attrition by 12% in comparison to the previous 12 months recruitment report alongside consistently favourable new starter feedback at 3-month review stage of the onboarding experience, Richardson (2023). A settled workforce ensures greater retention of knowledge and relationships and a greater sense of value in the people with whom we work, as a direct result of this.
Secondly, recognition practices have been revisited and the launch of ‘Max Heroes’ has enabled employees to be able to recognise a fellow colleague for praise and a bonus reward.  The platform has proven fruitful in encouraging the celebration of people and underpins the core value of teamwork and collaboration. 
Conversely, a poor organisational culture can have a detrimental effect on an organisation’s success. Twitter, now known as ‘X’, has seen a 72% decline in value since Elon Musk’s 2022 acquisition of the company, according to the investment firm Fidelity (2024). Mass firings, wild political stand offs and direct attacks towards the media have all contributed to X’s 13-billion-dollar debt and tarnished reputation.


7. 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)

Kurt Lewins 3 stage theory of change management proposed Unfreeze, Move, Refreeze, CIPD (2023).  In ‘Unfreeze’, the driving force for change is identified with a convincing case for change Taylor (2022. Benefits are highlighted and the case for change communicated to gain engagement and support.  The ‘move’ stage refers to the action aspect of this 3-step model where changes are realised, people are involved in the process of cultivating change and the critical components of implementing this are put into play.  ‘Refreeze’ represents the change becoming established. The process is complete at this point, with new processes put in place to ensure desired outcomes are achieved and that the ‘move’ stage has successfully been implemented.  Reward is a key factor of this stage, where change is embraced and encouraged.
 Whilst Lewins model is respected for its usefulness in effecting proactive as well as reactive change, there is criticism that the simplicity of this 3-stage model is outdated and not suited to that of organisational change, which is multi-dimensional and not reflective of real life.  It is also considered to be a top-down approach which is management led and fails to incorporate the opinions and efforts of those on the receiving end of change.  
A second useful model is Nudge theory, a modern approach suggesting behaviour can be influenced by the use of small, subtle suggestions and positive reinforcement.  The theory is centred around the idea that individuals can be nudged into making a decision whilst retaining their ability to make their own choices.  
A ‘good’ nudge is considered as clear in its intention, maintaining an individuals right to choose and being of a valid nature for the use of good.
Nudge theory has been implemented in HMRC working practices to remind people to pay their tax bill on time, as well as in the work surrounding the COVID-19 pandemic and handwashing, where singing Happy birthday for 20 seconds nudged people into washing their hands for a sufficient amount of time.  It has also been utilised in automatic enrolment for pensions, which meant that 10 million people contributed to their pensions due to the “zero-click solution - without doing anything else, good things happen”, Hibben (2015).  The over-arching of Nudge has impacted widespread cost saving and the encouragement of desirable behaviours. Despite this, critics point out that influencing through Nudge behaviour can be perceived as controlling and as a form of social engineering encouraging behaviours of individuals, they would not otherwise partake in.


8. 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 experience of change to individuals within an organisation is not a new idea, especially in the era of technological change which drives how we approach and experience work. However, the human aspect of embracing and navigating change as an individual can be difficult from one person to the next and managers should be aware of how they can best support their people through impactful change, especially where it is of a large scale or of a considerable degree.
The Elizabeth Kubler-Ross model of The Change Curve (CIPD, 2023) has been utilised by managers to reflect the stages of embracing organisational change.  Originally deriving from her work into the human response to grief, it breaks this process of emotional response down into five stages.  
1. Denial is the initial reaction to the statement of change, questioning its requirement.
2. Anger sits at the second stage, that change may be impending.
3. Bargaining appears at this point, where there is scope for individuals to negotiate the terms of change to manage the impact on themselves.
4. The fourth stage is often referred to as the depression stage.
5. The Acceptance stage explains the individuals understanding of the change and a recognition it will take place. At acceptance, there is often some testing of this change by the individual, of how they themselves will fit into this scenario. Awareness of and acceptance of an individuals need to execute this testing stage, should be acknowledged and supported by Managers.  The final part of the acceptance stage is where change is accepted and embraced and where individuals adapt to new ways of working.

This model is useful in understanding the human aspect of change and where managers can understand the breakdown of each emotional stage. Because of this, managers are better armed to pre-emptively support and proactively guide the individual through each stage, reassuring of its temporary nature. The change curve looks favourably upon organisations who value their people and supports the organisations motivations to help its people through change. 
Critics of this model point out that as it is primarily based on grief, it doesn’t consider the positive outcomes of change which may benefit the employee. It fails to consider that individuals respond to change in different ways and at varying pace and does not suggest practical ways to overcome resistance to leaving each stage, failing to acknowledge that change may not be accepted.


9. 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)

Wellbeing at work and what it looks like for organisations can be an expansive concept for Managers. Health and wellbeing as a concept, is multifaceted and it is impossible to apply a ‘one size fits all’ approach to integrating health and wellbeing to every workplace scenario. 
The CIPDc (2023) defines 7 ways to wellbeing under the following domains, which neatly breaks down the importance of each element in the support of wellbeing at work. 
Health is one of these ways to wellbeing. Whilst less people work within physically demanding roles (like agriculture and mining) which decreases the likelihood of risk to physical injury, there is an increase to employee workplace stress through a rise in jobs within high pressure competitive industries which urge employees to work faster and harder in order to remain abreast of the competition, Taylor (2022).  Health and safety policies and practices are still paramount to an organisations provision to health, but employers also must ensure they provide adequate tools and resources to address mental health concerns in modern organisations.  They also need to ensure they have adequate training and understanding in place to manage mental health concerns and minimise absence. In addition, Managers need to be able to hold difficult conversations with ease to address these concerns and minimise conflict. 
The CIPDd (2023) looks at what Good work looks like. The physical environment as well as the intangible aspects of good work, such as good line management, good working practices like work life balance and job satisfaction play a valid role in how employees feel in coming to work. An increase in home working has a double-edged effect in that, some report a better work life balance, but are struggling with the boundaries between home and work, which increases stress as personal and work life spill into one another.
As less roles are physically demanding and far more sedentary, it is imperative that employers encourage healthy lifestyle choices to support employee wellbeing and make good lifestyle choices.  Being physically active supports mental health wellbeing, and the encouragement of making good choices can be supported through the provision of lunch time walking clubs for example, or common interest societies as well as positive messages to promote good health through using the stairs over the lift, for example.



10. 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 – just describe a few roles or generalise about relationships between? (AC 3.1)

People practices within the business can encompass a range of HR activity but essentially come down to an organisations HR processes, strategies, and practices. 
The lifecycle commences with the employees first glimpse at what the company does and who they are, what their brand is and their goals and objectives which makes up the Attraction stage. Recruitment offers the contract of employment, employee handbook and the provision of company policies. 
Onboarding follows on from this by ensuring that there is a seamless flow of information relating to culture, expectation and required behaviours communicated which reiterates the values and brand message.  Onboarding Practices should be well established with clear steps to continue the employee’s integration into the organisation. Providing ‘buddies’ or onboarding alongside other new employees can create a sense of togetherness that aids the settling in period and reduces the risk of attrition.
Engagement is key once employees have settled into their role, to ensure employees feel supported and valued.  Regular reward and engagement activities such as feedback surveys, performance action plans and the formal recognition of employee achievements will ensure that employees maintain engagement, CIPDe (2023) and will prevent restlessness and demotivated behaviour from emerging. 
The development stage interlinks with engagement and forms the basis for the employee’s next objectives.  There is an opportunity to identify strengths, weaknesses and skill gaps at this point and discuss ways to address and overcome any barriers. Providing good quality and engaging training software and opportunities will ensure that development strengthens the employee/organisation relationship. 
The retention stage is a critical part of the lifecycle. It is imperative to be aware that the skills and knowledge this employee has, can be lost at any time to a new prospective employer, so regular conversations about what the employee strives for within the organisation and how that can be delivered are key. 
The Exit stage is the final stage of the lifecycle and has the potential to be volatile with a negative impact on the business if not managed respectfully and as seamlessly as the employee’s onboarding into the business.  Employees should be cared for and engaged until they have exited and as valued during their notice period as they have been throughout their career. If managed well, this process can glean some feedback from the employee on their experience throughout their career and offer some insightful information that should be analysed and followed up, Groysberg & Spain (2016).  



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

People practices connect all parts of the business in the common goal to meet organisational objectives. The extent to which these practices have been formulated and implemented well within their respective teams, will directly affect employee engagement and therefore organisational success.
The strength of people practices assists in supporting the organisation meets its objectives through means such as recruitment, talent management, diversity & inclusion (D&I), culture and performance management. 
1. Talent management is dependent on the capabilities of the recruitment team in not only hiring the right person for a role but supporting them through the employee lifecycle seamlessly. Optimal talent management ensures that the right people are in the right place at the right time. 
2. Diversity & inclusion practices should focus on representing the diverse communities within which we live. Strong D&I practices involve equal opportunities and best practice training which ultimately reflects in a workforce culture that is inclusive and respectful.  The CIPD has reported that two-fifths of a survey sample questioned on the importance of D&I in the workplace, believed D&I investment would assist in meeting internal customer needs (43%) as well as customer needs (41%), Faragher (2020).  
3. Creating a good organisational culture starts with a strong people-focussed strategy from the top down and continues with welcoming and valuing employee feedback through surveys, forums, performance reviews and business partnering, with regular analysis and review to formulate actions between each feedback event.
4. Performance management invites employees to offer honest and insightful feedback into the employee experience and can provide mangers with valuable feedback as well as the opportunity to instigate conversations around employee performance and career objectives. It is also an opportunity to reiterate organisation objectives and champion organisational culture.

Evergren is currently seeing high levels of resignation in its Clinical division, which correlates with the relationships between people practices and organisational strategies mentioned above. The recruitment team weekly reports are feeding back the exit interview data collated from non-starters (leavers before start date) and other leavers on a weekly basis. The last 6 weeks of recruitment reporting has revealed a notable increase in the number of Non-starter comments regarding the onboarding process being too lengthy. In addition, new starters of less than 3 months service who leave the business are feeding back predominantly that they were not informed of the essential training requirements at interview; 12 weeks of full-time office-based training. Escalation for investigation into the marked increase has commenced to identify the root cause of this within the recruitment practices, Lee (2023).


12. 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)

Organisations are based around the inter relationships that occur between management and employee’s and throughout organisational hierarchy, departments and teams. HR Professionals strive to meet the needs of an organisation’s internal customers, by using a variety of tools which will allow the capture of valuable insight and employee data.
The most common methods are through performance reviews, engagement surveys, employee focus groups and exit interviews. Each approach provides the employee with the opportunity to gather their thoughts and opinions over their employment career and bring them to the forefront of conversation.   Performance reviews can invite performance related conversations and highlight learning and development opportunities and career pathway discussions which will further engage them, guiding them into ’good behaviour’ and a realignment with corporate culture.
Surveys can be anonymous further encouraging honest and detailed feedback from employees. For employees, this opportunity to have their voice heard empowers them and allows the sharing of front-line detail that may previously be kept hidden.  Van Rooy & Oehler (2013) clarify the success of organisations who act upon survey data against those who do not, as being at a clear competitive advantage. Companies that utilise employee feedback to form action planning activity based on surveys are positively enacting strategic change.

Focus groups can encourage the discussion of emerging issues and instigate best practice in embedding this into culture, in an effort to better meet the needs of smaller diversity groups.
Exit interviews are the final opportunity for employees to feed back to managers useful insight into an employee leaving the organisation.  Feedback should avoid using emotive and negative connotations, but instead used evidence-based examples and information which are better received by managers and more likely to be escalated for further investigation.
The use of Business partnering is another way of successfully aligning people capability with organisational objectives, Coogan (2023). Through Business partnering at Maximus, the HRBP works closely with other business leaders to strategize to achieve business success, whilst maintaining the focus on building and flourishing relationships between stakeholders. They have prime position to enact positive change at a senior level, whilst considering the impact of change on people at all levels of the business and enabling this to occur in a streamlined manner.  
As a HRBP, people expertise is integrated among other key organisational functions and ensures that business success is achieved through the careful consideration of good people practices. This approach is enabling, knowledgeable and cost effective for the business through its ability to connect all areas of the business.
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