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(AC 1.1) 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. 

A divisional structure is when a business is split into different sections based on what it sells, where it operates or who it serves. This structure is usually used for large companies, or organisations that are looking to grow and branch out nationally. Each division is like a small business with its own management and support team and will focus on individual goals for the certain product or service. 
‘Each location of a divisional organisational structure is in some way autonomous, functioning as one entity by itself, but also part of a larger enterprise who have the same goals and brand standards.’ (Miller, 2025)

One of the main advantages of a divisional structure is that each division can focus on its individual needs. This can lead to better customer service and faster decision-making. It can also make performance easier to measure, as each division runs like a mini business with its own management and individual targets. This structure supports organisational growth and can encourage innovation, as divisions have the freedom to trial new ideas and approaches.

A possible disadvantage is that working in divisions is that it could become costly for the organisation. It could become isolating for employees, without effectively communicating with other parts of the business. This could result in lack of teamwork and communication across the organisation. 

While a divisional structure offers flexibility and focus, it does require strong leadership to ensure resources are used correctly and internal competition is kept to a minimum.

A matrix organisational structure doesn't follow the traditional, hierarchical model. In the matrix structure, you share resources and staff across teams and projects, as well as within departments or functions. (NI Business Info, no date)
A matrix organisational structure is a where team members report to multiple management. For example, staff would report to their department manager and their project manager. One of these managements would usually take priority over the other and staff would have to report to their general manager before the project manager for example. This structure allows employees to share skills across teams, helping the organisation respond more quickly to change whilst also supporting personal and professional development.

An advantage of a matrix organisational structure is that it can improve communication and decision making across the business. This structure can also allow staff to apply their skills in various roles and share their ideas across teams. It allows the organisation to be more flexible, as people can work on different projects while still developing in their roles. 
Disadvantages of a matrix structure is that having two managers could cause confusion, especially   if there are conflicting priorities. It may also lead to delays in decision making if it’s unclear who has final authority.



(AC 1.2) 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.

I currently work at Warren Davies Dental Care, where we provide dental care for both NHS and private patients. Our strategy is built around patient-focused care, accessibility, and high-quality service. Below I will analyse and explore how our strategy supports how we deliver the services to meet the needs of our varied patient base.

We pride ourselves in being committed to inclusive and person-centred care, adapting services to suit all individuals and families. We offer a welcoming environment, flexible appointments, and a wide range of treatments, whilst also being adaptable for all needs.
‘Person centred care considers people’s needs and views and builds relationships with family members. It recognises that care should be holistic and considers physical, practical, emotional, spiritual and social needs. It sees patients as equal partners in planning, developing and assessing care to make sure it is most appropriate for their needs’. (NHS Wales, no date).

One of the main parts of our strategy is how we manage NHS and private care. We make sure time, and resources are fairly allocated over both patient groups to help reduce wait times and ensure all patients are treated equally. This can become challenging during busy periods and staff shortages, but we do plan our diaries effectively to help maintain service levels, and keep patients satisfied. 

We have recently upgraded our software which entails digital systems, such as digital X-rays, online enquiries and automated reminders. We have implemented this in hope it will improve efficiency and benefit both NHS and private patients by making care quicker and more accessible.
Regular training and CPD are central to our strategy. We ensure staff stay up to date with best practice, communication skills, and safeguarding procedures. This helps us ensure staff are GDC compliant and we can maintain high standards of care and a supportive working environment.

We actively encourage patients to partake in surveys or submit online reviews, so we can identify areas for improvement, such as expanding services or making appointments easier to book. Listening to patients makes us aware of how we can better meet their needs and improve our services.
As much as our strategy works well, it can sometimes become challenging to manage patient expectations around NHS versus private options due to the NHS demand and lack of funding regarding NHS dentistry. 
Going forward, we could benefit from implementing more digital tools, such as an online booking portal and highlighting the importance around preventive care and long-term oral health.

Overall, the strategy at Warren Davies Dental Care helps us to ensure we meet the needs of both NHS and private patients. With a focus on personalised care, staff training, and patient feedback, we continue to improve and deliver high standards across all services.



(AC 1.3) 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.

[bookmark: _Hlk200827435]‘Interest rates in the UK remain high, currently at around 4.25%’. (Bank of England, 2025). As a practice we have seen the negative effect it is having on the business, and staff. Due to the increased cost of borrowing, we are currently having to delay and stagger our investment in equipment, renovations and staff developments.
The owner also vocalised how he couldn’t offer as much a salary increase as he had hoped this year due to increased costs. For employees, high interest rates have also had an effect, as staff face rising mortgage or loan repayments, leading to increased financial stress. This can influence staff motivation and productivity, especially if they feel their financial needs are not being recognised. 
HR could help keep motivation up by introducing or improving financial wellbeing support, such as giving staff access to budgeting tools, offering employee assistance programmes, or flexible benefits.

In the UK, inflation is still a problem, especially given the continuous rise in PPE, dental materials, lab work and energy bills. The dental practice is currently suffering from this, and if it is not managed correctly, it may lead to long term problems.
Employees may feel undervalued and under paid because of the practices inability to provide regular pay increases or bonuses when costs are rising. This may lower moral and could raise the possibility of turnover. It is important to recognise that even if pay increases are not possible, other forms of support could help. Non-financial rewards such as staff recognition, career development, or flexible working options could be examples of these. 
Offering alternative benefits to staff could uphold motivation and loyalty during unpredictable times which aligns with the motivation element of the AMO theory. ‘Ability, Motivation and Opportunity (AMO) theory has been adopted extensively to potentially explain the complex relationship between how people are managed and subsequent performance outcomes.’ (Kellner, Townsend and Cafferkey, no date).

‘The latest estimates show that there are 893,383 people over the age of 60 living in Wales. This number is estimated to rise to 956,000 (30% of the population) by 2026’ (Older People’s Commissioner for Wales, 2024). This will have both positive and negative effects on us at Warren Davies Dental Care. 
The positives would be older patients often need more dental care, such as dentures and gum treatment which could open opportunities for us to expand and offer specialised services. The negatives could be that due to the decline in rural population, we could see a reduction in the number of local patients, and it could make it harder to recruit skilled staff. 
As a business, forward planning is key in this current climate. This includes training staff to support older patients and offer flexible work options to attract people from wider areas. Using digital tools like virtual appointments or appointment reminders could also help improve patient access. Ulrich’s HR Model suggests HR should act as a strategic partner to help the business adapt to these external changes (Ulrich, 1997). 



(AC 1.4) 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.

AI is quickly changing the way businesses operate, with its use being implemented more across sectors, including healthcare and HR. According to McKinsey (2023), AI can boost productivity, automate routine tasks, and enhance decision-making, which allows organisations to deliver more value with less resources. 
AI is not currently used at Warren Davies Dental Care but we have looked at ways that we could introduce it to improve productivity, support staff and provide better patient care. AI could assist reception staff and free up time for them to do other duties by creating automated appointment booking, sending patient reminders, and digital record management. Clinically, AI diagnostic tools could assist with identifying oral health issues from X-rays, which could support a quicker and more accurate diagnosis. These combined could improve the patient experience and allow for more proactive care.
From a management perspective, AI could assist in recruitment by selecting CVs and matching candidates to criteria specific roles. It could also enhance staff learning and development through intelligent, personalised training systems which could help staff grow their skills.
However, introducing AI must be done carefully as it comes with risks such as data security concerns and possible staff conflict if they adapt well to change. A well-structured management plan, precise communication and proper training would be needed to ensure acceptance. It is important to vocalise that AI should be viewed as a tool to support, not to replace human roles.
While Warren Davies Dental Care has not yet incorporated AI into the business, it has the potential to positively change both patient care and staff developments. By investing in AI solutions carefully and ethically, the practice could improve efficiency, support its staff, and deliver higher-quality services.



(AC 2.1) Explain Charles Handy’s model of organisational culture and explain David Rock’s SCARF theory. 

Charles Handy’s model talks about four types of organisational culture: Power, Role, Task, and Person. Each one shows different ways that workplaces are run and how decisions are made.
A Power culture is when one person, which is usually the business owner has most of the control. At Warren Davies Dental Care, this is reflected in the way the practice owner makes most of the key decisions. While this can be helpful for making quick decisions, sometimes staff don’t get much involvement.
A Role culture is based on everyone having clear responsibilities. This suits us at Warren Davies Dental care as the dentists, hygienists, dental nurses and admin staff all need to follow specific duties to ensure safety, and good patient care is maintained daily.
Task culture focuses on teamwork to achieve shared goals. At Warren Davies Dental Care this is reflected in projects like improving patient recall systems or updating hygiene procedures. When both clinical and admin staff work together, it more than often leads to more effective results and better patient experiences.  
Person culture is more focused on the individual. At our practice, this means that dentists often manage their own patient lists and treatment plans. While this supports professional judgement, it can sometimes result in less collaboration across the team. Encouraging teamwork alongside individual responsibility helps keep standards high and care consistent.
A mixture of Role and Task cultures seems to work best at our practice. It helps maintain clear structures while also supporting collaboration and flexibility, which are essential in a patient-focused environment (Handy, 1993).

CIPD states ‘SCARF model focuses on how the brain responds to threat and reward. He offers five factors on how we engage in social, interactive and collaborative settings. The model proposes that learning increases as threats are minimised and rewards maximised’ (CIPD, no date). 
Status is about how people feel they are recognised and respected. At Warren Davies Dental Care, giving staff positive feedback and offering developments opportunities can help staff members feel more valued, which could overall improve moral and motivate the team.
Certainty means giving people a clear idea on what to expect. In a busy dental practice this can be done by providing consistent rotas, explaining roles clearly and keeping up with regular and honest communication. It can help reduce stress and allow staff to be more productive.
Autonomy means having some control over how work is done. At our practice, this could mean allowing staff some flexibility with how they book appointments or manage their daily tasks. Giving people some work flexibility can lead to better engagement and satisfaction.
Relatedness is about feeling connected to others. In a dental practice, building positive relationships between staff through regular meetings and socials help builds strong working relationships and supports clear communication, which is vital for good patient care.
Fairness is about making sure everyone is equally treated. Making sure policies around annual leave, pay and performance are clear. This can help reduce stress and allow staff to feel more supported.
Warren Davies Dental Care can use the SCARF model to help create a more positive working environment where staff feel respected and supported. This will in turn benefit both employees and patients.

(AC 2.2) Assess how employee selection or employee development impacts organisational culture and behaviour in your organisation (or one with which you are familiar).

[bookmark: _Hlk200903978]
Employee development is what really shapes how people behave at work and the overall culture of the organisation. At Warren Davies Dental Care, staff development includes regular CPD training, group learning sessions and clinical mentorship. These activities help staff improve their skills and confidence. This helps staff improve in their clinical skills, become more confident in their roles and work more effectively as a team.
Development has a big impact on the culture of the practice. ‘A workplace culture is the shared values, belief systems, attitudes and the set of assumptions that people in a workplace share.’ (Forbes, 2018). Within the practice, a positive and supportive culture has grown because of the continued learning that we offer. Dental nurses and reception staff are encouraged to take extra courses and share what they’ve learned, which helps the whole team stay up to date and work together better.
Employee behaviour has also improved because of development. Staff who feel supported in their learning are more likely to be motivated. They are likely to stay with the practice and show a strong work ethic. Development also helps staff communicate better with patients and each other, which builds a more respectful and professional workplace.
Maslow’s hierarchy of needs (1943) explains this well. Maslow stated that people need to feel safe, valued, and have opportunities to grow. When staff at Warren Davies Dental Care are given the opportunities to learn and improve, they will become more confident and feel more fulfilled in their roles. This will lead to high morale, a shared commitment and a delivery of excellent patient care.



(AC 2.3) 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. 

During the Covid-19 pandemic, many businesses had to quickly adapt to remote working. However, employees are now being asked to return to the workplace for part of the week. For the scenario in question, the organisation wants staff to work on site at least two days per week. Change of this kind can cause doubt, so it is important that it is carefully managed. Kotter’s (1996) 8-Step Change Model gives a simple and useful way for organisations to manage changes like moving to hybrid working.
The first step is to create a sense of urgency. This means explaining clearly why the change is needed; for example, to improve team collaboration, communication, or rebuild company culture. Once this is done, the second step is to build a team of managers and respected staff who can lead the change and support others.
The third and fourth step is where a clear vision for hybrid working should then be developed and communicated effectively. In this case, employees should understand that it is expected of them to be in the office two days a week, and what benefit this has on the business and the individuals. Involving staff in the process can reduce conflict and will encourage a sense of ownership. As Taylor and Woodhams (2022) explains, employees are more likely to support change when they feel included in shaping it.
The fifth step would then be to remove any barriers that might make the change hard. This could include lack of space, policies that are unclear, or worries around work-life balance. Once these are addressed, it is beneficial to look for quick wins, such as celebrating teams who have successfully adapted to hybrid working. ‘Short-term wins help build momentum and energize employees to continue the change process’ (Mutomorro, 2023).
The seventh step is to continue progress by gathering feedback, making improvements, and supporting managers to keep the change going. Lastly, the change should become part of the organisation’s everyday culture by updating policies and expectations so that hybrid working becomes standard practice.
In summary, Kotter’s model offers a step-by-step approach to manage change and put emphasis on employee engagement, communication, and practical support. Using this model can ensure the move to hybrid working is successful in the long term.


(AC 2.4) Using the Kubler-Ross change curve, discuss how change is experienced.

Understanding the emotional responses of individuals to change could assist management in achieving better support for employees. The Kubler-Ross Change Curve is a valuable tool that explains how individuals often move through five emotional stages when faced with significant change (Kubler-Ross, 1969).
The Covid-19 pandemic caused major disruption and uncertainty for all staff at Warren Davies Dental Care. Clinics were closed during lockdowns and new health and safety measures were introduced. Staff had to adapt quickly to the introduction of advanced PPE requirements, deal with patient cancellations and reduced face to face appointments. Everyone experienced the change differently, depending on their role and personal circumstances.
Denial is the first stage, and this could be seen early on when some team members believed things would return to normal quickly, or that it wouldn’t have escalated like it did. There was confusion and disbelief regarding the sudden closures and what impact it would have.
Anger then factored in, as frustration grew about the risks (especially for the owner). There was concern over the loss of income and the battle with constantly changing guidance. Dental nurses, receptionists, and dentists were anxious about their safety and the lack of clarity in any guidance given.
The Bargaining stage followed, where staff hoped for compromises, such as the options not to be furloughed. Some questioned whether new safety rules could be adjusted or relaxed, especially as it has such an impact on patient care.
Moral dropped during the Depression stage. Staff missed the patient contact, and some struggled with isolation or financial difficulties during furlough periods. As the uncertainty grew, confidence was affected.
Eventually, most reached Acceptance. With the correct support, training and clear communication, the team adjusted to new procedures. Many staff became more resilient, adapted to new ways of working, and focused on providing safe patient care. Teamwork and mutual support were essential during this time.
CIPD states ‘emotional awareness by those leading and designing change is required, in order to anticipate and respond to reactions to change.’ (CIPD, 2023)
In summary, the Kubler-Ross model, in theory, if used at the time could have helped us to recognise the emotional responses to COVID-related change and provide better support. This would have led to stronger team resilience and improved morale.

(AC 2.5) 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. 

Employee wellbeing is increasingly recognised as an essential component of effective people management. According to the CIPD’s Good Work Index 2025, although there has been some progress in job quality, one in four employees still say their job negatively affects their mental or physical health (CIPD, 2025). Poor wellbeing can be linked to reduced motivation, high stress levels, and low job satisfaction, which can lead to loss of productivity.
Wellbeing is becoming an essential part of effective people management. According to the CIPD’s Good Work Index 2025, one in four employees still feel their job has a negative effect on their mental or physical health (CIPD, 2025). This is supported by the CIPD’s concept of ‘good work’, where the importance of autonomy, fair treatment, development opportunities and management quality are highlighted. Having these factors present can help staff feel more motivated, engaged, and valued in their roles. The report highlights that good work is also linked to positive wellbeing, with supportive working relationships and manageable workloads contributing to employee satisfaction. When staff feel not supported and unfairly treated it can lead to low morale, stress and burnout. (CIPD, 2022).
It is also reported in the ‘Good Work Index 2025’ that 79% of staff now feel their managers are more approachable and supportive, which is an increase from previous years (CIPD, 2025). Having more approachable management can have a positive impact on wellbeing, as employees who feel they are being listened to and respected are more likely to stay in their current job and perform well.
We encourage positive wellbeing at Warren Davies Dental Care, as it can be quite a demanding and stressful job due to the daily challenges. High patient demand, following strict guidelines and emotionally demanding situations are all contributing factors to these challenges. Without regular one-to-ones, access to mental health resources and offering staff development opportunities the pressures can lead to stress and fatigue. Managers are encouraged to support staff wellbeing by being offered training so we can offer better support and communication to employees.
It is essential that wellbeing is embedded into everyday people management practices. This can be done by focusing on the principles of good work, which will in turn create a more motivated, engaged, and healthier workforce.


(AC 3.1) Provide a brief overview of the employee lifecycle and discuss people practice roles at the recruitment, development and separation stages of the lifecycle.

The employee lifecycle outlines the different stages employees go through from the time they are hired at an organisation to when they leave. As can be seen using the model shown by Taylor and Woodhams (2022, p. 90, fig 5.1), there are 7 stages Attraction > Recruitment > Selection > Onboarding > Development > Retention >Separation. Below I will provide a brief overview on recruitment, development, and separation.
The recruitment stage involves management analysing the job and to create accurate job descriptions, person specifications, and ensuring inclusive advertising to support the selection process. Management must ensure this process is done in a positive and professional manor as it's not as simple as just filling a vacancy – effective recruitment does reflect the organisations values and sets the tone for the employee from the beginning. 
The employee development stage is where focus is put on supporting staff so they can improve themselves and grow within their roles. Training requirements should be assessed by management and employees should be provided with access to training so opportunities could be created for formal and informal development. Having a strong focus on development in the organisation will not only improve performance but also lower the possibility of turnover as employees are less likely to leave if they feel they are progressing and being invested in.
When it comes to separation, whether due to resignation, retirement, or redundancy, people professionals must ensure that the process is handled professionally, but sensitively. This will include the correct management of notice periods, conducting exit interviews, and meeting the legal requirements. It is important how an organisation manages this stage as it can impact its reputation and future employments process.
According to Taylor and Woodhams (2022), people professionals are essential throughout the lifecycle by providing structure, consistency, and support at each stage. They help create a work environment where employees feel respected, supported, and engaged throughout their journey with the organisation by doing so.


(AC 3.2) Analyse how people practice supports organisational strategy through vertical integration and how people practice supports wider people strategies through horizontal integration.
‘Vertical integration is a strategy that companies use to streamline their operations. It involves taking ownership of various stages of its production process’ (Investopedia, 2023). In HR vertical integration ensures that people practice like staff training, recruitment and performance management align with the organisation’s overall goals. With this alignment the business can be supported to move forward with the right people in the right roles.
Using my dental practice as an example, if our goal were to improve patient care through advanced dental technology - our focus would be on ensuring skilled staff were employed to support this. The use of new equipment would be supported by training, whilst performance goals could provide excellent patient outcomes and adaptability. HR could also plan for future skill needs by developing existing employees and creating progression plans for specialist positions.
When HR practices are closely connected to business strategy they become strategic partners. This integration ensures that everyone is working towards the same objectives, improving the practice’s overall effectiveness and competitiveness (Ulrich et al., 2017).

Horizontal integration in people practice refers to the alignment and consistency between different HR functions—such as recruitment, learning and development, performance management, and employee well-being—so they work together to support the organisation’s wider people strategy. This approach ensures that all people-related activities reinforce one another, improving efficiency, consistency, and overall strategic impact (Armstrong and Taylor, 2023).
Horizontal integration could support the delivery of high-quality patient care and help build a motivated, skilled team at the practice. If recruitment is aligned with learning and development, it would guarantee that new staff are selected not only for their qualifications but also for their alignment with the practice’s values. This could be followed by a structured induction programme that builds both clinical skills and patient service standards. Similarly, integrating performance management with employee engagement strategies could help the practice provide meaningful feedback, recognise contributions, and support ongoing development. Coordinating workforce planning with well-being initiatives could also help prevent staff burnout and improve retention.
By ensuring all people practices support each other, the dental practice can create a more efficient, consistent, and positive working environment.







(AC 3.3) 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. 

Changing to a four-day working week is a big step for any organisation and can affect how people work and how the business runs. To ensure a more successful, smoother transition HR must engage and consult properly with management and employees to recognise their views and any concerns they may have.
Surveys or questionnaires could be used as one way to consult with staff. This would give people the opportunity to share their opinions honestly and it could also help HR understand how employees are feeling about the change. For example, surveys could highlight if people feel positive about the idea or if they are worried about an increased workload during the 4-day period. Holding focus groups could also be helpful as small group discussions can allow employees to raise any specific concerns or challenges, they think may arise in more details. (Armstrong and Taylor, 2023).
It is important that managers have early involvement in the process as they will likely have insight into how a shorter week could affect their teams, deadlines, and service. Individual interviews or team meetings with managers could help highlight practical issues that may not come up in wider staff surveys.
HR should also focus on keeping people engaged by keeping communication open and honest and making sure staff feel involved in the process. To give better understanding as to why the organisation is considering a four-day week management could hold workshops or team briefings. It’s also a good idea to trial run the new way of working with a few teams first through a pilot scheme. This allows the organisation to test what works and make improvements before rolling it out across the organisation. (CIPD, 2023).
It is important to keep everyone updated throughout the process. There will be a reduction in uncertainty, and people may feel more positive about the change if there was regular communication. Requesting feedback and showing that it’s being listened to can also help build trust and create a successful transition.
Consultation and engagement are essential when introducing a four-day working week. By listening to employees and managers, and involving them throughout the process, the people function can support a change that works well for both the organisation and its people.
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