[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) 339 words

McKinsey’s 7-S Framework (2008)[footnoteRef:1] states that structure is a key element of an organisation and states that structure is the way in which the organisation’s units relate to each other.  [1:  McKinsey (2008) Enduring Ideas: The 7-S Framework, McKinsey Quarterly, 1 March, https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-7-s-framework  ] 

I work for a small business which is a Shared Service Provider to organisations with a social purpose, predominantly in the Housing Sector in Wales.  The organisation provides Risk Assurance and Procurement Services and has 11 employees.  Due to the size of the organisation, the structure is flat with very few layers, and divisional with a divide between the Risk Assurance and the Procurement Teams.  The flat nature of the organisation allows staff a much wider remit of responsibility which means that staff get involved in many different areas of the business, there is more autonomy and allows staff to input into decisions making, voices of all staff are heard and considered, and it can help to enhance communication.  This structure also provides an agile and flexible working environment. However, this structure can come with its disadvantages, including lack of clarity in role description, delegation which can lead to increased stress on employees as well as less promotion opportunities.  (BBC, 2023)[footnoteRef:2] [2:  Tall and flat organisations - Structures - Higher Business management Revision - BBC Bitesize] 

In contrast, a much larger organisation with which we work is hierarchical with many layers of management which has been shaped from historical arrangements as it was previously part of a Local Authority.  The organisation structured by function with multiple departments which work alongside each other but with their own specialties. This allows for more opportunities for progression and promotion, enhanced supervision due to the number of managers in post and an ability to focus on individual role as this is clearly defined.  There are also disadvantages of this approach which include delays in communication and change due to the number of levels within an organisation, expense due to the number of staff and less exposure to other parts of the business.

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) 548 words
Chandler (1962)[footnoteRef:3] defines strategy as “the determination of long-term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of resources necessary for carrying out these goals.”  [3:  Chandler, A Jr (1962) Strategy and Structure: Chapters in the History of the American industrial enterprise, Cambridge, Mass.: MIT] 

Within my role, we work closely with a large Housing Association, which is the organisation I will consider in this example.  The Housing Association owns circa 8,000 homes which is its main service as well as support to tenants, maintenance and repairs of homes and upkeep of its land.  It recently implemented a new strategy which set objectives relating to the following themes:
· Great customer service;
· Build new homes;
· Provide high quality homes; and
· Partnerships and communities
The organisation undertook strategic analysis in which allowed the organisations’ purpose and objectives to be considered to ensure that they were appropriate and relevant to the current day position.  Data was reviewed to ensure that there was full understanding of operating environment, customer expectation and requirements, forecasting of trends of the short, medium and long term was also used to identify challenges and potential opportunities.  Customer engagement was also undertaken to ensure that the organisation incorporated the tenant voice.  This is a regulatory requirement in the housing sector in Wales and is key as rent is the main source of income so to ensure income, the organisation needs to meet tenant needs and understand issues faced by tenants as it may indicate trends which could affect the organisation such as the impact of the cost-of-living crisis.  As such, not meeting expectations, needs and service standards could lead to a drop in income, reputational damage and thus an inability to achieve objectives and potential business failure.
Staff from across the business were involved in strategy development which allowed the tenant voice to be communicated and trends identified by departments to also be considered.
Once the organisation understood its role and objectives, several strategic modelling methods were utilised to determine the appropriate strategic approach.  Models included SWOT and PESTLE analysis to further analyse information, looking at areas of strength and weakness within the business and potential opportunities and challenges, both internally and externally, as well as considering the external environment in depth.  Taylor and Woodhams (2022: 43) suggest that “developing and implementing a strategy is one of the key actions that an organisation can take in order to adapt to the opportunities and challenges that they face.”[footnoteRef:4] [4:  Studying Human Resource Management book, page 43] 

Once the direction and objectives had been formally defined, the organisation published the strategy and communicated it both internally and externally.  The business planning process is now based upon the strategic objectives and all staff have attended briefing sessions to allow them to understand how their personal and departmental objectives feed into the wider strategic objectives. 
However, through review of the final Strategy, it was noted that there was a lack of SMART objectives which will make it difficult to monitor and measure success and could also prevent internal and external stakeholders from fully understanding what is to be achieved.   We also noted that due to the inability to fully understand the funding for the 5-year strategic period, due to annual funding reviews, there is an uncertainty as to whether sufficient funding will be received to meet the objectives set.


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) 494 words

PESTLE analysis (Battista, 2023)[footnoteRef:5] can be used to determine factors or trends which could impact upon an organisation. This considers an assessment of 7 factors – political, economic, social, technological, legal and environmental to assess the operating environment.  [5:  PESTLE Analysis | CIPD] 

Housing Associations are currently under enormous pressure Economically, there is less money and more requirements.  Welsh Government have capped rent below inflation for the last two years, but outgoings and costs continue to rise. This could help to make the organisation more focused by removing unnecessary elements, focusing on key services, promoting accountability, and ensuring value for money. There needs to be evidence of good use of tenants’ money and there are plenty of opportunities for this, for example, regularly utilising customer engagement to ensure that the organisation understands customer needs and reviewing contracts. Equally, there may be a need to cut or reduce services and pay freezes could impact on the ability to recruit and retain staff which could negatively impact the organisation.  The IIA Hot Topics 2024 paper cites Human capital, diversity, talent management and retention as the second highest risk facing organisations.[footnoteRef:6]  This is also at odds with some of the other elements e.g. social and environmental, as there is an increase of requirements with less money to do it.[footnoteRef:7] [6:  ciia-risk-in-focus-2024_final-web.pdf]  [7:  RSL Sector Challenges and Risks – February 2022 (gov.wales)
] 

Socially there has been an increase in need of tenants after the pandemic with prominently mental health issues.  Other services such as Social Services have been cut and Housing continue to step in. This has seen an increased ASB, issues with property condition, homelessness and domestic violence and tenants with generally high demands.  This is generally considered a disadvantage but opportunity to focus on key tasks as well as collaboration with other services.  
There has been a lot of change and pressure from the Welsh Government to enhance homes to improve their environmental impact as well as the way that Housing Associations engage with others such as contractors.  There have been several opportunities such as the review of how appointments are scheduled to reduce journeys and thus environmental impact, introducing new initiatives to reduce cost and introduce jobs in this area.  However, there are several hoops to jump through to obtain funding need to demonstrate environmental commitments, with the updated Welsh Housing Quality Standard (2023)[footnoteRef:8] now heavily focusing on environmental elements.  There are clear opportunities to help the nation deliver its environmental pledges, to upskill staff and make cleaner communities, however, this can incur cost, and as noted above, money is tight and there are often gaps in the market in terms of trades to upkeep equipment.  [8:  Welsh Housing Quality Standard 2023 [HTML] | GOV.WALES] 

All elements detailed above are likely to impact the organisation for the medium to long term as the issues identified have no clear resolution or end date.  Many organisations are considering merger type solutions to share the load, however, this option also comes with its challenges.

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) 285 words
Technology is being used more within organisations and the introduction of artificial intelligence is becoming more common.  The People and Machines (CIPD, 2019)[footnoteRef:9] report stated that technology and automation “improved quality of goods or services (52%), reduced costs (37%) and increased revenue (34%).” [9:  People and machines: from hype to reality | CIPD accessed 1/2/24] 

There are several positives for the use of technology, including retention of information via an audit trail, its use allows professionals to focus on more complex areas where they can add the most value and is useful for analysing data and simplifying reporting.  However, it can limit flexibility in the process which can be positive as it promotes compliance but systems which are rigid, can prevent appropriate discretionary decisions, systems are also reliant upon accurate data which can be difficult as it is often humans inputting the data which provides a risk to accuracy.  There have been cases where there have been biases within AI systems.  In 2018, it was reported (BBC, 2018)[footnoteRef:10] that an AI system used by Amazon for recruitment filtering had been tested on a data set which favoured men in the recruitment process and as such continued to select men and reject women when implemented.  [10:  Amazon scrapped 'sexist AI' tool - BBC News] 

The use of technology has been widely criticised as it can reduce the need for human intervention which can reduce jobs, particularly lower paid roles, but there is opportunity to create different types of roles and perhaps more interesting, better-quality jobs. To make this viable and retain staff, organisations need to focus on preparing for the future of work, keep abreast of potential changes and create training to support and develop the required skills.

Explain Edgar Schein’s model of organisational culture and explain one theory or model which examines human behaviour. (AC 2.1) 311 words
This model is often represented as a hierarchical pyramid or an iceberg, with artefacts being the ‘visible’ aspects above the water line and norms and assumptions being the larger parts that lie beneath the surface. Schein proposed that organisational culture develops very slowly and is passed on or actively taught to people who join an organisation ‘as the correct way to perceive, think, and feel’. [footnoteRef:11] [11:  Organisational climate and culture | Factsheets | CIPD] 

[image: A diagram of a pyramid

Description automatically generated]
FourweekMBA (2024)[footnoteRef:12] [12:  https://fourweekmba.com/scheins-model-of-organizational/ ] 


· Underlying beliefs are deep rooted and often unconscious.  These elements are notoriously difficult to identify and change and have the biggest impact on the culture of an organisation.
· Espoused values may include values communicated through strategy, policies and other intentional communication.  There is more ability to change these elements that underlying beliefs, but change can be slow due to the nature of the elements to be changed.
· Artifacts include the elements of culture which are visible for example, office behaviour and design. Whilst this element is the most visible it only provides a surface look into culture and changes made to these artifacts may not lead to significant cultural change.
Maslow (1943)[footnoteRef:13] published the Theory of Human Motivation which included the well-known hierarchy of needs model.  This model splits human needs in to three categories: basic, psychological and self-fulfilment.   [13:  Maslow, A. H. (1943). A theory of human motivation. Psychological Review, 50(4), 370–396. https://doi.org/10.1037/h0054346] 
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Pinterest[footnoteRef:14] [14:  https://www.pinterest.co.uk/drregier/attachment-how-we-connect/ accessed 30/1/24] 


The theory states that an individual cannot fully progress to self-fulfilment until the basic and psychological needs are met.  When we apply this to culture, if there is a culture of insecurity, degradation and negativity, a person cannot achieve their full potential as their basic needs have not been met.  Thus said, where an organisation works to meet the basic and psychological needs of a person, they will get more out of them in the workplace.

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)
To support the achievement of the organisation’s objectives, there is a drive to foster a culture of continuous improvement, professionalism and development.  There is also a need to recruit and retain high quality staff to provide the service, a positive culture would also help to support this as well as an ability to attract talent.  Various people practices have been introduced to support this culture including flexible working, performance monitoring and reviews to assess training needs and provide support.    Interviews include questions and assessments to ensure that the applicants meet the standards expected and to demonstrate culture to them to promote awareness and sustainable employment, if successful.
All staff are involved in objective setting and training and development is provided to all staff to ensure that they are competent.  The organisation utilises non-financial rewards as well as ongoing review and regular benchmarking to ensure that salaries remain appropriate.  Several employee benefits are also in place, CIPD (2023) states that these help to “attract and keep people, contribute towards improving wellbeing, and encourage required behaviours, achievements, values, and skills.”[footnoteRef:15]  To further support staff in their wellbeing, cost of living support is available to promote financial wellness which can help reduce presenteeism and promote attendance and performance. (CIPD, 2023) [footnoteRef:16] [15:  Employee Benefits | Factsheets | CIPD]  [16:  Reward | Factsheets | CIPD] 

Whilst policies are in place to set expectation and therefore have some impact on culture, as it is a small business, a lot of the culture has been set by role modelling, ‘tone from the top’ and Leadership style as Directors and the Chief Executive are very visible.  This approach has been taken as studies have shown that Leadership has a high impact on culture and thus effectiveness (Klein, 2013)[footnoteRef:17].  This may not always be possible on an organisational scale within larger entities with many layers and multiple leaders, but it works well in a small enterprise.  [17:  Andrew S Klein, Joseph Wallis and Robert A. Cooke: The impact of leadership styles on organizational culture and firm effectiveness: An empirical study 2013 available at The impact of leadership styles on organizational culture and firm effectiveness: An empirical study | Journal of Management & Organization | Cambridge Core
] 

There are some people practices which could be enhanced to further promote this culture and behaviour such as a consistent and effective induction process.  Although competency is a core element of the business, there have been cases where induction has been weak, and this can promote turnover, absenteeism and a lack of engagement with the organisation which all go against the values expected (CIPD, 2023)[footnoteRef:18].  [18:  Induction | Factsheets | CIPD] 


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)
Change is a key part of business and development, and organisations must respond and manage change in an appropriate manner to promote positive outcomes.  There are many models and theories on this topic which can be helpful for businesses to consider and adopt.
Lewin’s (1974)[footnoteRef:19] Change Management Model is often used for smaller changes and includes three key stages:  [19:  MindTools | Home] 

1. Unfreeze
Within this initial stage, the organisation needs to understand the current working environment, the drivers and potential resistance to change. The need and benefits for change are considered and communication and engagement would commence. 
2. Move
This stage is the ‘action’ stage.  People are involved and change occurs.
3. Refreeze
During this stage, the change needs to become normal practice and new ways of working need to be established and upheld.  This should help to mitigate the risk of old habits creeping back in and the change not being effective or retained.  (Roberts, 2023)[footnoteRef:20] [20:  Change management: A guide for people professionals | CIPD viewed 4/2/2024] 


Kotter’s (1996)[footnoteRef:21] Eight Step Model of Change [21:  The 8-Step Process for Leading Change | Dr. John Kotter (kotterinc.com)] 

Kotter’s model “emphasised that successful change requires strong leadership and effective management decision making.” (Roberts, 2023)[footnoteRef:22] [22:  Change management: A guide for people professionals | CIPD viewed 4/2/2024] 

The model consists of eight stages, split in to three distinct themes.
Stage 1 (step 1 to 3) “Getting the right climate for change” maps to Lewin’s “unfreeze” stage and includes the preparation for change and setting the vision as to what is to be changed and what is to be achieved. 
Stage 2 (step 4 to 6) are the engagement and enabling steps which involves communicating change to staff.   
Stage 3 (steps 7 & 8) are the stages of implementing and sustaining change.  Again, similarly to the refreeze stage of Lewin’s model, this is accepted as the stage where the change can unravel and as such, there is a need to ensure that controls are put in pace to prevent this from occurring.

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) 291 words
There are multiple models in existence to explain the way people experience change. Kubler Ross (1969)[footnoteRef:23] developed the change curve to look at how people experienced grief, but it can be applied to any significant change.  The model highlights seven key stages of reaction to change and shows how individuals encounter differing emotions including shock, denial, fear, frustration and depression before engaging and adapting to the new situation. [23:  Kübler-Ross Change Curve® - EKR Foundation] 

Whilst the diagrams used to depict this cycle, including the one included below, indicate that this process is linear and each stage is passed through and the next is encountered, this is rarely the case and stages can be revisited depending on the individual and the circumstances.
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Whilst there are several advantages to this model including the promotion and understanding that people will encounter many emotions and that this is normal and short lived and focuses upon people and their reaction to change providing organisations the opportunity to support staff through change.  Many believe that they can tailor support as they understand the cycle and emotions which will be experienced. However, there are some potential disadvantages to the model, as noted above, this model was developed based on grief so focuses on change of a negative nature, it may lead to generalisation and a lack of attention to individual needs and emotions and by focusing on the emotions included in the change curve, it may leave the organisation unprepared for any other emotion.  It also assumes that eventually all employees will accept the change and react positively, however, we know that this is not always the case. CIPD (2023)[footnoteRef:25]  [25:  Change management: A guide for people professionals | CIPD] 


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) 340 words
Bevan et al (2018:160-61) states that “on balance, a healthy workforce is – compared with an unhealthy one – more likely to be alert, vital, agile, resourceful, resilient, innovative, collaborative, motivated, engaged, loyal, in attendance and productive.”[footnoteRef:26]  As such, it is clear that there are potential benefits to the employee and employer to have healthy workforces and over the past decade in particular, this has meant both physical and mental well-being has been prioritised by the majority of businesses.. As the UK sees people working for longer, there needs to be a recognition that there are multiple challenges and stages of life now encountered by employees which can impact upon the employee’s time in the workplace.  This coupled with stressful working environments and retention issues in some sectors, highlights the need for organisations to support staff in a wider remit. [26:  Bevan, S, Brinkley,!, Bajorek, Z and Cooper, C (2018) 21st Century workforces and Workplaces: The challenges and opportunities for future work practices and labour markets; London: Bloomsbury.] 

The CIPD (2023)[footnoteRef:27] defined 7 domains to be considered for effective employee health and wellbeing which are health, good work, values/principles, collective/ social, personal growth, good lifestyle choices and financial wellbeing.  [27:  Wellbeing at Work | Factsheets | CIPD] 

Health is the most considered domain and would include mental and physical health and safety of employees and could offer incentives such as physical and mental health checks, occupational health provision, employee assistance programmes and risk assessments.  However, there is also a need for organisations to consider and act in other domains to fully embed a wellbeing culture such as:
· supporting development and ongoing learning for all staff (personal growth) 
· promoting good lifestyle choices such as provision of fresh, healthy foods and physical activity such as walking meetings and gym membership 
· promotion of financial wellbeing through regular review of pay and benefits to ensure a fair offering is provided, financial support and advice and pension provision.


The CIPD Profession Map states ‘People practices are the processes and approaches that we use across the employee lifecycle’. Discuss the links between the employee lifecycle and different people practice roles. (AC 3.1) 454 words

The employee lifecycle is generally split in to six categories: attraction, recruitment, induction, performance and development, retention, and exit.  As illustrated in the CIPD (2023)[footnoteRef:28] diagram below. [28:  People analytics: Guide for people professionals | CIPD] 

[image: ]
Depending on the position of the employee within their lifecycle, will depend on the input from the HR Team and the people practice utilised.  For example, 
Induction recognised as a key element of the employee lifecycle and helps to ensure that new starters are appropriately introduced to the organisation and role. The HR Team are often are involved in the process through design of induction process, oversight to ensure that processes are undertaken and regular review to ensure that it appropriate and effective.  Effective induction is beneficial for both employees and employers, “benefits include reducing turnover and absenteeism, and increasing employee commitment and job satisfaction. For employees, a well-designed induction programme enables them to understand more about the organisation, their role, and ways of working and is an opportunity to meet new colleagues, learn from them and get up to speed quickly.” (CIPD, 2023)[footnoteRef:29] [29:  Induction | Factsheets | CIPD] 

Performance and development are both key to ensure that staff have appropriate support, supervision and opportunities to flourish within their role.  Metrics can be used to measure and assess performance of individuals and team and can be a motivational process.  In cases, where performance is below expectation, there are opportunities for further support to be provided by the organisation to assist.  Organisations commonly undertake one to ones and/ or performance reviews to assess this and technological advancements increasingly provide real time data.  The HR Team often design this process and maintain oversight to ensure compliance and reporting and support with cases of underperformance.  Development opportunities should also be provided to staff and HR would generally be involved in sourcing and monitoring training providers, designing training programmes and monitoring implementation. Both performance monitoring and development link to retention and support of employees. (CIPD, 2022)[footnoteRef:30] [30:  Performance Management | Factsheets | CIPD] 

At some point, all employees will leave an organisation.  It is key to understand the reasons for leaving to enable the organisation to learn and continuously improve.  Data can be helpful to understand trends and HR often get involved in exit interviews to understand the reasons for leaving.  Personal data should be confidential, however, the high-level findings of exit interviews can then but utilised to enhance the attraction and retention elements of the lifecycle, for example, if pay was an issue, the organisation may wish to undertake benchmarking with others and may decide to increase salaries to attract and retain staff as there is a cost to people leaving an organisation. (CIPD, 2023)[footnoteRef:31] [31:  Employee Turnover & Retention | Factsheets | CIPD] 




Analyse how people practice connects with other areas of an organisation and supports wider people and organisational strategies. (AC 3.2)
The overall strategic goal of the business I work for is to deliver high quality risk and assurance services to organisations with a social purpose with a focus on value for money, quality, competency and compliance with regulatory standards.  There are several supporting strategies in place to help achieve this goal.  The service is provided by staff which are supported by the People Strategy, there are also technology and financial strategies in place.  It is key that all strategies work in harmony to achieve the overall goal and that practices support the strategies to enhance the likelihood of achieving the objectives set.  For example, to deliver high quality services, there is a need for competent staff which require training to remain competent and retain qualifications.  This is included in the People Strategy and the Financial Strategy also includes a need for a proportion of money to be allocated to training and development.
People practices to deliver the strategy in place include advertising in professional locations, development and facilitation of graduate schemes to develop the next generation of risk assurance consultants, interviews which hone in on the required qualities, performance monitoring and appraisals to ensure quality, promotion of continuous improvement and identify training needs, induction and onboarding processes, exit interviews with clear evidence of lessons being learnt and wellbeing and support for staff.

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) 494 words
There are multiple methods that can be employed by a People Team to understand their needs. Business partnering is commonly used within organisations whereby a HR Team member would regularly meet with departmental representatives to understand their needs and plans for the year, thus enabling HR to plan and resource the support provided.  The CIPD states that there are multiple aspects to this role, including: 
· “Working with managers and leaders to inform the people strategy. 
· Working with key stakeholders to discuss people challenges. 
· The use of evidence and data to identify people priorities for the business and address future workforce needs.”[footnoteRef:32] [32:  HR Business Partner roles | CIPD] 

This can work well as it encourages ongoing communication, information sharing and for the HR Business partner to understand the department which could help identify needs, however it relies upon a strong relationship and honesty which is not always achieved depending on the individuals involved.
Within my role, I have also seen the use of a HR inbox which invite staff to allow staff to post questions, ideas or needs to the People Team, often anonymously which can provide insight into the business and culture. This can be helpful as it encourages openness, however where anonymous posts are included, it can be difficult to understand where issues are in the business. 
Ongoing feedback either following engagement to understand whether the support provided was appropriate and whether there are any areas of improvement and or/ wider staff survey on the work of the People function are commonly used within the industry in which I work.  These allow the organisation to gather information on a large scale and “are generally cheaper and faster than interviews and are typically more convenient for respondents”[footnoteRef:33]  [33:  Studying HR Management pg128] 

However, these can be limiting as information is generally quantitative and therefore can be difficult to understand the context of the response, respondents may not all interpret the question in the same way which could lead to incomparable data and there is no guarantee on response rates.
Organisations often have strong relationships with external stakeholders such as trade unions which can promote awareness of potential needs for proactive work to be undertaken.  External environmental assessments such as PESTLE can also be useful.
The people Team could widen the approach and use using data available within the organisation to identify needs.  Data such as exit interview notes could inform HR why people leave and if there are any trends or areas where the organisation could improve.  Other options could be looking at compliance for particular people processes and identifying gaps and potential needs for training. 
This exercise would be an example of evidence-based practice (EBP), Barends and Rousseau (2018) states that for EBP to be effective, an organisation should use the “best available evidence from multiple sources”[footnoteRef:34] to inform a decision, as such a combination of methods is usually used to identify needs from different angles. [34:  Evidence-Based Management | Kogan Page page 2] 
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